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Preface

This handbook. first published in 1964, has teen widely used as a refer-
ence and guide by trustees and school heads. A revised edition, published in
1970. reflected changes in the responsibilities and methods of operation of
boards of trustees that developed during thelate 60's. Now, four years later,
we are publishing a third edition, with further revisions and additions
that take into account the impact on schools of the continuing rapid
pace of change. particularly as it has affected institutional governance. an
area of school life that. until recently. has received little attentior or
understanding bevond the statinp of a few general principles.

The successtul administration of an independent scheol depends, first
and foremost. upon a sound working relationship between the board of
trustees and its executive, the head of the school. This has always been
true. but in today's climate. which finds independent schools faced with
unprecedented pressures and challenges, the need for effective com-
munication and understanding is more acute than ever before. Much of
what has been added. or given greater emphacis, in this edition has to do
with this relationship and its dependence upon a clear understanding—
frequently reviewed and venewed—by each party of their respective and
joint 10les. functions, and responsibilities. Thus. while the handbook is
addressed primarily to trusiees, its substance and advice are of equal
signiticance to school heads. We hope it will be as widely read by heads as
by trustees and that it may serve both as a basis for discussion of mutual
concerns.

In preparing this edition, we were fortunate again to have the editorial
guidance of the original authors, Francis Parkman and E. Laurence
Springer. both of whom remain active as cunsultants to independent
school trustess and heads. Dr. Parkman was primarily responsible for the
rewriting and preparation of the new manuscript as well as for the con-
siderable research that was carried on as a basis for strengthening and ex-
panding sections of the handbook dealing with contractual arrangerents
between head and board, evaluation ot the head's performance. and the
question of whether the head should or should not be a member of the
bourd of trustees. Retlected as well in the revision are the comments and
suggestions of a number of experienced trustees and school heads whose
advice was sought by Dr. Parkman.

The authors wish to make emphatically clear that their use of “'he’* and
“headmaster” throughout the text does not reflect any chauvinistic bias.
Rather. it was done simply to avoid the monotonous use of “'or she'" and
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“or the headmistress.” Th: same is true in the case of “‘alumni’ and
*alumnae.”

The Board of Directnrs of NAIS has formally endorsed this handbook
. as astatement of generally accepted prin<iples of sound practices for inde-
pendent school adrainistration.

Wishing to be sure that the handbook was faithful to the views of expe-
rienced trustees of a representative group of NAIS schools, we asked the
board presidents cr chairmen ramed below to veview the manuscript,
and they have authorized us to say that, without necessarily subscribing to
every detail. they are pleased to give their general endorsement to the
publication. The National Association of Independent Schools is very
much in debt to them as well as to tne many other p. ‘nle whn have con-
tributed to the production of this third edition.

STEPL.EN S. ADAMS. JR.. John Burroughs School, Missouri

HANNAH GRIFFITH BRADLEY (MRS, WILSON, JR.), Poly-
technic School, California

DONA:.DV. BUTTENHEIM, Emma Willard School, New York

ROBERT H. GARDINER. Groton School. Massachusetts

JOHN L. GRANDIN, JR.. Northfield Mount Hermon School,
Massachusetts

JOHN 5. HOLLISTER. George School. Pennsylvania

JOAN MALLOCH LORD (MRXS. WILLIAM G., ID), The
Masters School, New York

E. W. DANN STEVENS. Nichols School, New York

GEORGIA ELMES WELLES (MRS. DAVID K.), Maumee
Valley Country Day School. Ohio

CHARLES P. WILLIAMS, Holland Hall School, Oklahoma

Cary Potter
President. NAIS

August 1974
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CHAPTER 1
GOVERNING BOARDS

Much of the material in this handbook deals with the basic procedures of
trusteeship in an independent school: the division of responsibilities be-
tween board and head, the relationship of each to the other, the function-
ing of the board and its committees, and the board’s occasional but all-
important task of choosing a new head and getting him started. Here we
want to touch briefly on the phuiosophical aspects of independe-.: school
trusteeship. ‘

To begin with. it is self-evident that the board of an independent school
has a primary responsibility to its immediate constituents—it has to be
operated eftectively in the interest of those connected with it as students,
teachers. and parents. This is its most direct but by no means its only re-
sponsibility.

There is 4 larger and a more continuing interest, one that is reflected in
the word "‘trustee,”’ as opposed to woi ds like "'director’ or ““manager ' for
the school is in fact held in trust. The trustees have in their custody the
integrity of the institution, its standing and reputation built by the fourd-
ers and by those wh have labored over the years; they hold in t:ust its
‘uture as well as its present, ana their collective judgment will affect it as
an instrument of service to the constituents who are to come.

Furthermore. trustees are more than the protectors ard supporters of

the particular institution they serve; they have a responsibility as well to
independent schools generally. We can paraphrase John Donne and say.
Mo school is an island™; each is in some way representative of all such
insticutions, aid all of them are somehow affected by the way in which any
one of them is cunducted and governed. Thus the boards that live up to
their responsib'lities, and they are the great majority, help not only their
particulur school but the institution of the independent school in general.
Contrariwise, wiiere a board acts irresponsibly it not only fails its own
school but damages the position of all such schools.

Finally, the independent school, like any nonprofit tax-exempt entity of
asimilar nature. has a responsibility beyond service to its immediate con-
stituents and to independent education: it has a pnblic responsibility that
is in no way diminished by the fact that the institution is authorized to be
under private manayement. It is a part of the vast enterprise oi education
in the Unitzd States. with an obligation to share its experience and its
professional siill in the development of educational thought and practice.



And itis a part. too, of its community, with a role to play in it.. well-being.
In short, service to the public trom which it derives its charter is an under-
Iving responsibility for the school and. thus, for its trustees.

The guidelines contained in this book will, we hope. be helptul 1o
trustees in carrving out their responsibilities on behalf of their respective
schools. We belie. that these guidelines will be the more effective if
placed against the background of these general introductory comments on
the nature of trusteeship.

A properly tunctioning board and a good working relationship between
it and he headmaster, one in which mutual contidence exists, c.n signifi-
cantly strengthen school administration and provide an over-all frame-
work within which the school can thrive. It is the purpose of this handbook
to help schools and their beards and their heads reach such a goal.

A board, to tfunction well, requires strong staft support from the admin-
istration under it. and it is the responsibility of the headmaster to see that
this support is provided. A headmaster should welcome the counsel that a
strong board can give him. A strong board. in turn, should hold the hes.1-
master fully responsible for the school’s administration and should not
attempt to usurp any ot his administrative responsibilities.

The headmaster should see to it that the board deals with major matters
and not with trivia. For its part, the governing board should seek mainly
to establish objectives and policies and to insist upon the selection of com-
petent people. I a salary plan is handicapping the telection >f competent
teechers or statt, a good governing board should upgrade the compensa-
tion plan so that the school can compete eftectively for the caliber of peo-
ple it needs. Furthermore, a board should expect assistance from the
headmaster and his statfin defining the school’s educational objectives and
planning its organization tor administration; in establishing requirements
tor plant, money. and people: and in making long-range plans.

DIVISION OF RESPONSIBILITIES: BOARD AND HEAD

For an eftective relationship, understanding and acceptance of the basic
division of responsibilities between board and headmaster must exist.
There used to be some who detined it as meaning that the trustees run the
tinancial afiairs of the school and the head runs the educational side:
while this worked atter a tashion, it was never really acceptable. Much to
be p eferred is the following definition, taken from a statement about col-
lege and university trusteeship:

1 he relatonship between trustees and president is best deseribed in terns of the
tamthiar distinetion between potios and operation, The board limits itselt to broud
vorsiderations of policy The president is the operating head of the institution. !

o Ihe Role ot the College and Unoersity Trustee,” po 10, reprinted from the Anoual Re-
port of the Carncwie Foundanion tor the Advineement ot Teachig for (96162,



And again (from a piece of udvice for school heads):

Keep in mvind the basic division of responsibility: the board sets the purpose and
polics ot the schoul, yeu operate the school so as to carry out that purpose and
policy. Each complements the other but neither wanders uninvited into the other's
bachvard.

And finally (from advice to college trustees):

DONT MEDDI E . .. Do vour best to see that the nrganizati(;n is good, that it is
well manned. and that it runs smoothly—but don't try to run it.2

Lest anyone be tempted. after reading these quotations, to think of the
head as one who merely carries out the decisions of others, let it be said
that anv head who is worth his salt will see himself as educational leader.
He is bound to have, and the board can rightly expect him to have, plenty
of ideas tor the development of tire school, for the board to consider. But
the head must never forget that the board is the boss.

Since trustees can often be helpful on administrative matters, and
school heads are bound to have views on policy, it would be absurd as a
practical matter to set up a sort of Berlin wall, with a “they shall not pass'’
complex on either side. Nevertheless, clear understanding and acceptance
of the principle of separation of functions are necessary.

Once objectives and policies have been systematically defined and ap-
proved. the governing board should permit the administration to conduct
its atfairs within the framework of those policies, checking only to be sure
that the policies are, in fact, being observed and are operating as expected.

This division of responsibility is the fundamental rule for sucressial
tunctioning of the board and for a successful relationship with the head-
raaster. Let us turn now to sume other principles which have emerged
from the experience of many thriving schools.

BOARD COMPOSITION AND RESPONSIBILITIES

1. A board should include a diversity of talent.

Governing boards vary greatly in size. There is no magic number that
should be prescribed, although the average board seems to have 15 to 21
members.

More important than the size of the board is having trustees of dedica-
tion, competence, and stature. All sources from which tc select board

2C AL Covlidge. former member of the Harvard Corporation, and long-time trustee of an
deperndent sehool. i the Harvard Alumni Bulletin, Feb. 4. 1956, An extension of these
quetations s the tollowing from an article by Charles A. Nelson. of Peat, Marwick, Mitchell
& Co " The art of trusteeship consists largely of discovering and holding the middle ground
b policy making. esche ing with equal vigor the posture of mere validation on the one hand
and the usurpation ot adninistrative authority on the other” (PMM & Co.. Management
Controds. May 1972, p.92),
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members of this caliber should be systematically and fully explored and
used. It is well for the nominating committee to have in mind a job de-
scription of the kind of person desired to fill vacancies, so that needed
talents may be added to the board. Choosing board members primarily
from one profession or walk of life, or from those who can bring only
limited experience to the handling of the school's aftairs, should be care-
tully avoided. A board should retlect strength, vision, experience, and a
blending of educational, managerial. investment. business, and legal
talents, as required. Such diversity of talent permits a board to make its
maximum contribution to school administration,

There have been various attempts to give pithy definitions of the qualifi-
cations of the ideal trustee. One version has it that "affluence, influence,
and interest” are the desiderata. Another says he should be ‘*dynarnic,
diligent, and decisive.” and a ready “contributor of care, cash, comfort,
and counsel.” A third has it that a usetul trustee should contribute two of
the following three: wealth. work. and wisdom. While in all of them there
is reference to ability to give money (and a wealthy and generous trustee is
a very tine thing), it would be most unfortunate if able and interested men
and women of modest means were deterred from (or not even considered
suitable for) serving by the thought that a trustee must be able to give
money as well as time aad thought. Many a school counts such board
members among its most valued trustees.

When the nominating committee seeks to till a vacancy, 1t will naturally
look to the balance of the current membership in matters of age, voca-
tional and protessional qualifications. and sex. (The advantages of having
women on the board and thus profiting from their insights and special
contributions as well as from their energy are so clear that any board still
pursuing an all-male policy is missing a valuable resource.) The following
suggestions from a handbook on the subject of school trustees3 may serve
as a usctul checklist:

1 I8 he u person whose views on lite and on education are such that his presence
will enrich the committee and. either directly or indirectly, contribute to the
spiritnal health of the school? CThe most valuable member may be the inspired
lasnian rather thin the protessional educitor who may be tempted to kibita)

Is be tree toattend meetings regularly and to work on sub-committees?

Huas he o real interestin the school? {s this interest likely to grow?

Ix he aathing to take on work and does he camplete a job he has undertaken? s

hie dinereet and able to keep contidences?

L What sdditionad attnbutes will he bring o the committee: experience in busi-
ness? in o protession? in co mmunity service? as a homemiker? Is he outstand-

g ter his judgment? for inttiatise? tor leadership?

- s

Co aposition of the bourd. The advantages oi bringing niew blood regu-
larly oo soards of trustees, and of retiring gracetully those members
whose capidity to serve, or whose interest in serving. has declined, have

Yandhook tor Commauree Members of Friends Schools (Philadelphia: Philadelphia
Y carly Meening ot the Rehgious Societs of Friends, 198K),
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become increasingly clear in recent years. Accordingly, most new schools
have provided for fixed terms for the trustees on a rotating basis, and a
large number of older schools that sriginally had self-perpetuating boards
of life members have changed their by-laws to the same effect. Usually,
the term of office is three, four, or five years; sometiines a member goes off
the board automatically after two or three terms for a period of one year
before being eligible for re-election.4

The headmaster may be a full and regular member of the board. a
member by virtue of his title—ex officio (with or without a vote) —or not a
member at all.S We prefer the ex officio situation, partly as a simple mat-
ter of status, but, more important. on the ground that the obligations and
responsibilities of a regular trustee should not be assigned to the head-
master. who is the protessional leader of the school, and also because he
ceases to be a trustee when he ceases to be a headmaster. Whether or not
he is a trustee, he should attend all meetings. and if for some reason tlie
board wishes to meet without him, it should be the duty of the president 10
inform him of the meeting and its purpose. and. immediately after the
meeting. of its results. The minutes of all meetings should of course be
turnished him.

There is little disagreement about the advisability of having an outside
educator on the board-—the head of another school. a college protessor or
dean. even a college president. though the college president is apt to be far
too busy to tunction eftectively as a school trustee. It is heip.tul for both
school head and trustees to have more thian one person on the board with
academic experience and an ac~demic point of view. Many school boards
have tound such an arrangement very satistactory indeed. It the educator
is another school head. it is advisable that he nor be the head of a very
similar school or a close friend of the school’s own head.

Now we come to the question of membership on the board by represen-
tatives of the other groups having a direct and legitimate interest in the
school and its policies and progress: alumni, parcats, faculty and, last but
by no means least, studeats.

Alumni representatives are common on boards of independent schools.
They may be elected to the board. usually for a fizied term, by the alumni
assaciation or by the alumni in individual balioting. or be elected by the
t .ard from a slate nominated by the graduates’ association. Provision for
~.umni representation on the board should include nomiration and elec-
t on procedures hat will, so tar as possible. ensure the selection of valu-
able trustees.

As for parents. it would be sury ising if a board did not have parerts in
its membership as a natural result of the selection of interested persons for
the board. Quite a tew schools provide in their by-laws tor specitic repre:

‘_Nn' the samples in Apperdix C.

SMn 1973 73 NALS conducted a survey of maore than 690 school heads asking whether they
were board members, whether they had contracts, whether their performance was regularly
reviewed, cte. The results are report od in Appendix F.
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sentation of the parent group, usually in the person o the president of the
parents’ association. or of some equivalent groeup. serving on a term basis.

Finally, we would emphasize that, while alumnt and parent wrustees are
viluable for communication betwe n the board and the school's graduate
and parent groups. these special trustees should not veel that they are
there to give special representation to the interesis (and perhaps preju-
dices) of the group from which thav are chosen, but rather that they
aceept. like any other trustee, general responsibility for the welfare of ihe
school.

What about taculty representatives? Not many years ago it was rare for
4 school to have a facuity member on the board. and boards in general had
rew contacts. tormal or informal. with the teaching statt. In recent years,
however, many tacuities have wanted a shave in the decision-making pro-
coss or at least a chance to express their views. In a concurrent develop-
mert. boards Fave become more aware than they used to be that good
commumeation and understanding between faculty and trustees are of
great importance and that they need the benefit of faculty opinion in many
of their decisions. The number of schools that have provided for faculty
membership on the board is a title over a quarter of the MAIS member-
ship. and about half of these fitculty representatives have the right to
vote.d

Similar considerations have led to the provision by some schools (about
one in 13) for some form of student representation on the board. Others
arrange tor one or more students to attend meetings tor parts of them) as
observers or (in »ftect) consultants.

Itis of course tor the board to decide whether any or all o} these groups
shall be represented on the board, and, it so. how the representatives shall
be elected and tor how long. Board membership is only one way of foster-
ing two-way communication with these groups: trom one point of view, it
is too tormal and too nirvow. More points of contact can be established
through representatian on trustee committees (see the discussion of board
committee structure in section 3. below). The important thing is to ensure
that there is communication with each group. so that board members may
be tully aware of attitudes and influences that have a strong bearing on the
health of the school and their decisions concerning it.

The nominating committee. Most persons who are asked to become
board members are tlattered and honored. but the nominating committee
should point out to the prospective member what responsibilities and
duties are involved and just what is expected by way of service.

It is also wise tor a board {if its state laws permit) to keep one or two

B0ne school’s bogrd that does not provide for tacuity representation on the board requires
s head 1o tell the tacubty wbout ans noncontidential discussion and decisions made at a
revular meetime. 1 backs ths ap by seving to it that esery faculty member gets a copy of the
punutes vt vach meeting, w hich, in this case. do not refleet any of the discussion and debate
that nught precede avote

§)
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vacancies so that a place will be available when it is desirable to add a par-
ticular person needed for special reasons.

The nominating committee can and should exercise a great influence on
the vitality of the board. Accordingly. it should be a standing committee.
with some continuity of membership from year to year. It can seek the
views of the board president, and, in the course of its work, will naturally
confer with the school head. for his contacts with parents and others per-
haps not well kriown to the board members may enable him to name some
very suitable candidates. It should review annually, in a coldly analytical
manner. the record of each trustee who is up for re-election. Anyone who
tails to measure up to the obligations of trusteeship should be tactfully
asked to vacate his place to make way for a more active new member. The
committee should attempt to achieve some rotation, but should also main-
tain continuity. One helpful device is to establish more than one kind of
trustee—parent trustees. term trustees, alumni trustees. Thus a parent
trustee may continue only while he or she has a child in the school, but a
valuable former parent may be elected a term trustee. While some schools
have a classification of “permanent trustee,” there are good arguments
against it. In an increasing number of schools there is a statutory
retirement age for trustees, or else it is understood that rrustess resign on
reaching a certain age. Some schools give retired trus <es the status of
“honorary trustee™ and thus get the valuable help of a.. advisory group of
elder statesmen.

Orientation of new trustees. Rotation plans for the tenure of trustees
result in boards’ getting several new member.. usually inexperienced,
vach year. Shall the new trustee sit silently. catching on, during the first
vear of his term. in a sense wasting part of the time for which he has been
clected? Atter all, it terms of service are short, a new trustee might spend
halt ot his first term getting oriented. perhaps making mistakes that could
be avoided. Or can he be made, or make himself, useful and knowledge-
able trom the start? Rather than having each vear a group of new mem-
bors who can contribute little. a concerted effort must be made to help
them be useful right away. The nominating committee. the board presi-
dent.and the school head can all have a part in the effort, and the part
ot each should be made clear, so that no one of the three can assume that
one ot the others, or both, will take care of it.

Fhe division of labor will of course vary. The nominating committee,
betore the prospect agrees to be nominated. makes sure he understands
that he isn't being invited to assume an honorary position; that attendance
41 meetings. service on commiittees and other time-consuming activities
will be expected of him; that the school, like every other institution, has
problems to be faced: and that he isn't wanted merely tor his particular
form ot expertise but for the good judgment and all-round knowledge he
can bring to bear on all kinds of problems. ..

'he board president, once the prospect has agreed to serve. or at the
latest immiediately after his election. can reinforce these considerations.
Heshould discuss with him the special service he can render (and on which

codh
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committee), explain the principal policies agreed on by the board. give
hini some insight into current problems of the school, and explain board
practice about the handling by individual trustees of compsaints by faculty
Or parents.

The headmaster can show him the physical plant, make clear some of
the space problems, talk about hopes or plans for development. ana
answer questions about curriculum and staft.

The new trustee himselt can examine the policy manual (see section
4.¢.. below) and tamiliarize himselt with the charter, by-laws, and cata-
logue of the school, the statement of goals and the curriculum. and such
basic facts as the enrollment, number of taculty, salary scale, condition of
the budget, and the admission situation. If he will then address himself
thoughttully to the minutes of the meeiings and the headmaster’s and
other reports over the past couple of years. have a talk with the chairman
of'the committee to which he is assigned. and (we venture to suggest) give
this handbook a caretul reading, he should be much more ready than new
trustees usually are to take his share in the consideration of the school’s
concerns and to make his own special contribution to the board's deliber-
ations. 8

The board president. 1t is not too much to say that the etfectiveness of a
board of trustees depends on its president. It he is a person with deep in-
terest in the school and time to spend on its affairs, und if also he is a
person of capacity. sagacity, and understanding, the board and its com-
mittees tunction effectively. its policies are clear and cons.stently followed,
its relations with the school head are smooth and characterized by mutual
understanding and respect, its long-range planning is up to date, its fund
raising, both annual and capital, is well led (though . ..ii necessarily by
him). the school's relations with its clientele and the community are in
goud order. additions to the board are wisely selected. the talents of board
ntembers are well used. and the trustees understand the principles by
which they as individuals, in their relations to school head. faculty mem-
bers. parents, community, and to the board itselt. should be guided.

The school head and the board president. under ideal conditions. make
a team of two in which each understands the other and carries his appro-
priate part of the burden of leadership in a spirit of reciprocal confidence
and respect. We cannot stress too strongly the vital importance of a close
working relationship between the head and the board president. If limited
terms are the ru'e tor ordinary trustees. the board president should have
partiai but not unlimited exemption, for a good president who works well

“One school prescribes an ortentation session for new trustees, prior to their first board
mecting, and dasks that cach one have @ copy of and “heacquainted with™ (1) the by-laws of
the school's association; (20 The Independent School Trustee Hundbouk *published by
NAINT 1B the boand's statement of trustees-headmaster working relationship; and (4) the
hotrd s statement of “working philosophy.™

See espeentdh Mortan AL Rauh, College und Uneversity Trusteeship (New York: MeGraw-
Hill Book Coc 19082 Chapter 9, tor some helpful comments on the subject of the new trustee.
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with the school head should be ot only allowed but persuaded to stay on
as president for a substantial number of years.

All of this must be accompanied by a caution about the obvious dangers
of & one-man board—but a good president will be well aware of those
dangers himself.

An important responsibility of the president is to sit down with the
headmaster at least once a year tor a session in which he can give the head-
master & candid appraisal of his work, and the head, in turn, can make
clear any unhappiness he has about the board or any of its members. At
these sessions, which will ideally be triendly but frank. the headmaster can
be told ot any aspect of his performance which, in the view of the board,
needs improvement. A good deal more is said in Chapter 11 about this
evaluation process.

2. The most important single function of a bourd is to develop basic policy.

To assist the board in strengthening its policy role. the tollowing sugges-
tions are oftered.

a. A board should use its time tor policy consideration. The head-
master and his statt should review the matters reaching the board and its
committees in order to make sure that they are questions of policy rather
than routine. repetitive items. For example, a board should set the policies
tor appointing stati members of the school, but thereatter the administra-
tion should make all actual appeintments in accordance with these pol-
icies, keeping the board advised of .1l changes. If a board approves of ap-
puintment qualifications, salary levels, classification plans. and number
of emplovees by grade authorized in the budget. then it has far more con-
trol over the process than by approving lists of individual appointments
and promotions. By setting policies. a board can guide administrative
ofticers in their work  and, at the same time, establish a bench mark
against which theiret - tiveness can be judged.

It the board has a committee structure, it is good practice to require
that every matter of business and policy to be brought to the board (except
in urgent exceptional circumstances) be referred to the appropriate com-
mittee for study and recommendation. Unfortunately. the meetings of
some boards can get bogged down in minutiae—matters of operational
detail. petty complaints about discipline, the amount of homework as-
signed, even the tood. Other boards may meet only two or three times a
vear at a hurried luncheon conference, with insufficient time to hear
reports and deliberate on them. Boards and their major committees
should meet at such times and places as best fit their needs, but the time
should be used tor discussion and action on policy matters. Most day
school bouards meet tive to eight times a year; most boarding school boards
meet three or four times annually, but for considerable periods of time,
often spending the better part of a weekend at the school. It is good prac-
tice for a board to meet regularly (it not invariably) at the school, thus
giving board members the opportunity to visit classes and to become
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visible to teachers and students, talking with them informaily. In this way,
they can not only see the school in action, but help to counteract the
notion, often held by both taculty and student body, that trustees are a
mivsterious group that makes decisions about the school withov really
knowing anvthing about it.

b. The bourd should huave controls to ensure that its nolicies are
heing tollowed. The headmaster should be made responsible for notitving
the appropriate persons of action taken by the board and for maintaining
any controls necessary to ensure that this action is carried out. He should
report regularly to the board regarding the action taken.

3. rhe governing board should have a simple and tunctional committee
structure 1o assist it in its policy considerations.

Most successtul boards tunction through standing committees. each
one of which concentrates and specializes on a certain area ot school
operation. No committee has autonomous power. All committees are
responsible to the board, to which they make recommendations on policy
natters, and may exercise only those powers delegated to them by the
by-laws, It cach comnnttee feels a sense of responsibility for one area of
board policy-making, it can then go into depth in its siudy of that situa-
tien and take the time to bring to the board caretully thought-out pro-
posals. ldeallv, every trustee should serve on at least one committee. Some
boards have too many committees, some of which were appointed origi-
mally tor specific purposes and have continued even though the original
purpose has been achieved. Other boards have too tew committees and
thus fose the advantages of specialization that acerue trom the committee
swtent,

In schools having an organized committee structure, the committees
Iisted below are usually to be tound. though not always under the names
shown here. We deseribe the tunctions customarily assigned to these com-
mittees. noting one or two areas of difference of opinion. Sonte boards
preter todo without @ committee structure. or to have a more simple one.
1t s suggested. howeser, that whether the school be new or old. whether
the board has many committees or none. the tunctions deseribed below
have to be provided tor somehow . The wise board president will see that in
ane wan or another there s appropriate delegation of responsibilities to
members of the board and same specialization by them.

[here is no reason why committee memberships should be limited to
members of the board, By providing places on appropriate committees tor
teachers or adnnnistrators on the school's statt, and tor students. parents
and alumni, a board can expand its contacts with these groups and get
valuable heln. And a committee chairman who is alive to the possibilities
can increase the contacts still turther by inviting to his meetings on an ad
hoe basis athers who can provide some special knowledge of the sabjeet to
e discussed — persons who can give important help to o committee but
cannotspare the time necessary tor tull board membership.

10
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It the committee system is to function properly, committees must meet
when a problem needs study and when the next meeting of the full board
will need a committee recommendation. Experience shows that someone,
in most cases either the board president or the headmaster, and more
ustially it is the latier. must work closely with committee chairmen and
kuep tnings moving.

Fhe executive committee (where one exists, and not all boards have
one) should consist of four or five key people, not necessarily the officers of
the board. The executive committee should meet for purposes of making
decisions only in emergencies, and should never become a superboard or a
policv-making group in itself. The danger of such a development is one
reason many boards have no executive committee: there is no surer way to
kill interest on the part ot trustees than to have the executive committee
do most of the planning :ind thinking. It will soon divide the board into
first- and second-class citizens. The executive committee, however, often
functions as a long-range planning committee, setting goals for the school
o attain. It may also be authorized to expedite the transaction of business
between nieetings of the board, especially where its members include the
chairmen ot other major committees.

The tinunce committee should be concerned with the process of budget-
making. It should work with the headmaster and business manager in
developing the budget; it should hear the proposals of the headmaster for
salary increases, which, in a well-established school, can be reported to
the commiittee not later than January for the coming school year, and then
be ratitied by the board in January or February; it should study the fringe
benetits of the faculty: and it should recommend any changes in tuition or

sther student tees, In its examination of faculty and staft salaries and
venetits. it should not torget to study those of the headmaster.9

The committee. or perhaps a subcommittee, should make recommenda-
tions to the board concerning the school's financial aid program, the
policy of making grants, 10 and the amount of money to be available each
vear tor suvh aid. Ordinarily. the committee is not directly involved in the
selection process. but does review the actions taken by the admissions
director or uther persons to whom the power to act is delegated.

The tinance committee is also responsible for the insurance program of
the school. which must provide for a wide variety of contingencies and
liabilities. and for the investment of the school’s funds. These functions
are often exercised by subcommittees of the finance committee. It the
school’s porttolio of securities is large, a separate investment committee

Y1 he Ghoneranve Salan Survey, pubhished periodically by NALS. is helptul in this re-
N
I ke Sehoal Scholarship Senvice. sponsorec by NAIS and operated by the Fducational
Testing Servace, provides s means tor determining the financtal need of financial aid appli-
cants through astandard niethod of computation. Over 700 schools, @ great many of them
NS membens, belong to this senvice and make grants in accordance with the principles it
has established.
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may be desiriable. Schools with sizable endowments sometin s have the
trust department of a4 bank or other investment counsel exercise
supervision over securities. subject to review by a smill commitiee or sub-
committee on investments.

While the finance committee should not be saddled witk the responsi-
bilits of planning for fund raising, which is usually the 1enction of the
development committee (see below), it must be involved in al' d cisions
regarding investments (proportion in cquities, for example) and the pos-
sible use of capital gains as income,

The buildings and grounds commitree, whose duties ae S~dicnted by its
title. should also work with and through the headmaster ang business
manager. Schools with extensive property generally have two separate
committees—one for buildings, one for grounds. Tiose committees are
usaally smidl and wre composed of persons both interested and competent
in these ficlds. When the school undertakes the constr: tion of a new
building. the buildings and grounds committee usually works with the
architect and contractor, although sometimes a special ad hoe committee
is formed for the purpose. Experience has shown that one person, and one
person only. should represent the school in dealings with architect and
contractor. Otherwise. contusion is inevitable.

Fhe education commurtee should have faculty representatives . n it and
it might well have an “outside™ educator or two, whether or not they are
members of the board. Its special role should be to explore, with the head-
master, his ideas tor the improvement of the education proviaed by the
school tincluding under the term “education™ every aspect of the school's
program) and to keep the cetual curriculunm under constant review. From
time to time, the education committee should meet with a department of
the school in order to learn more about the school's internal workings, and
it should take soundings of student opinions and attitudes. Thus it will be
in i better position to inform the rest of the board and the public at large
of wht the school is doing and to appraise the headmaster's recommenda.
tions for change.

Not so long ago. education committees were absent trom the committee
structure of many schools, with educational policy being largely left te the
headmaster. Nov +his poliev is one of the central concerns of the trustees,
and the educai.... committee is correspondingly important. The educa-
tonal world is tull of diversity and experiment, and programs and
methods that were formerly unquestioned are now strongly challenged.
The headmaster needs the ideas and judgment of an intelligent group of
“lay” committee members to hear and assess his recommendations. to
guide his deeisions, and to evaluate results. In addition, the education
committee can help the board meet its responsibility of interpreting the
school’s program and policies to its constituencies and to the outside
world.

VEINee Manaping Fducationad Fndioments, Report to the Ford Foundation, 2d ed., July
1972101 e of Reports, Ford Foundation, 320 Fast 43 81, New York, N Y. 1001°),
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The development commitee should supervise and manage all fund-
meising activities. Sone boards delegate to this committee the long-range
~lanning for the school’s development, including enrollment projections,
slaat expansion, endowment tunds, and other aspects of growth and
development. But since development planning leads to fund raising, other
boards have delegated the planning function to the executive committee.
and only tund raising to the development committee. Eitier way, aff fund-
raising plans by whatever group—alumni, parents, stuuents—shculd be
cleared by the development commiittee. It the school has a development
director, he will naturally work closely with this committee.

Later on we talk of the responsibiliiy of the headmaster in fund raising.
Here we must speak of the trustees’ part. which is fully as important as tie
headniaster's. Every trustee of an independent school must be aware of
the serious financial problems that face these schools and of the necessity
of strengthening the tinancial sinews of his own school. So it can be said
thaw, while in most aspects of the school's iife and program initiative and
leadership must come from the headmaster, in this area especially the
trustees ciannot wait to be led. They must match the heudmaster in deter-
mination to add new tinancial strength. and. while giving him the benefit
of their judgment, also give him the encouragement of their understand-
ing and support.

Oncv the goals are defined and an effort to raise funds is approved. they
must work 100 per cent for its success. When a campaign is annotnced to
the school's public. it should be possible to say that every trustee has made
4 pledge. Trustees must set an example of the kind of giving they expect
from others and carry the brunt of the work in campaigning, soliciting,
and all other aspects of the program.

4. There should be a specitic organizational responsibility for policy devel-
opment and planning, arnd regular sttt assistance should be furnished to
the hourd.

Menibers of i board serve without compensation and spend much valu-
able time on school matters. To enable them to use their time most eftec-
tively in behalt of the school, they should be given continuing staff assis-
tance, The assistance needed is not only the provision of secretarial ser-
vices, but review and documentation of items for board consideration,
preparation of agenda, and development of recommendations on policy
and other matters which the board is expected to consider. Most of the
preparation and statt work must be done by the head.

The tollowing steps are suggested. 12

a. The headmaster ot a school should be assigned the responsibility
tor propusing policyv-development recommendations and plans tor the in-

P21 he paragraphs that teflow ., and indeed elsew here, we obviousiy have in nind a school
that i well estabbshed and large enough e the head o Rave a Ustaft™ and some “top
wtnnantrators™ to help ime Many schools do not meet those qualitications: their boards
atnal heads will knew how to adapt to their ow n situation the principles set forth,
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stitution’s future. Policy-making and planning are closcly related. Policies
that are considered and approsed by the board must be compatible with,
and must help to realize, plans for the school's future, which the board
must also consider and approve.

Accordingly. cach of the top adn, nistrators and dep. tment heads
reporting to the headmaster should assist hini in proposing these policies,
particularly tor his own area of operations, The policies should not be
merely those required to solve immediate problems, but should constitute
a total poliey framework that will permit the board to control its work by
puolies direction. Furthermore, cach of these persons, in conjunction with
the headmwaster, should propose long-range plans tor his area. which
should be coordinated in the master plan for the school. School planning
should include detailed long-range acadeniie plans, plans for the physical
development reguired to carry out those plaas, and financial plans that
show in detail tue staft and resourees needed.

More and more schools are develaping lorg-range planning committees
that meet regularly to discuss and recmmend goals for the near and far
term. and then annually review and - evise those goals, On such com-
mittees, boards would do well to have representatives of all interested
groups——trustees. administration, taculty, alumni. parents, and students,

Only when the headmaster ar d his statt propose policies for board con-
sideration, as well as detailed  ong-rage plans on all activities, can a
board applsy its varicty of experience and analytical talents toward con-
sidering the major factors aftecting the school's tuture. With this tvpe of
sttt assistanee, @ board would be able to spend its time and energy on
muatters of major importance to the school, rather than on consideration
ot detail.

b Lhe headmaster should clear his propasals through the appropri-
ate bourd commitiees or atficers before presenting them to the tull board.
It this is not feasible, thea he should submit a report to the board in ad-
vanee of its meeting, Tt is good poliey tor the head to have all trustees
posted i advanee concerning matters coming up tor consideration, even
when a board committee has acted tavorably ona polies proposal. In tact,
i iy agoud idea tor the head to cireulate his own repoct (not too long or
tull ot detail tor i busy trustee to rewt) in written torm in advance of every
meeting, esenat it deals with matters not calling tor action by the board.
The more intormition the trustees have betore a meeting. the more likeiy
thesuare to make the best use of their time and to act with good judgment
on proposals made to them. Many boards avoid making hasty and ill-
considered decisions by nor taking action at any meeting on a matter that
nas not been on the agenda sent to the tiustees inadvance.

oA poliev smanual o regularize the board’s means ol policy com-
ninteations wih the administration is helpful, The headmaster and his
sttt will dowel) to prepare @ policy manual tor the board and the admin-
istration to guide them 1o their work. Without a written record of ap-
proved polictes, administrative otticers may spend considerable eftort in
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determiming what action a board has already taken on questions that
arise; a board may conceivably take action on the same matter twice. It is
difficult, at many schools, to tind a record of prior policy decisions of the
board because of the mass of routine material in board minutes and the
lack of an index or manual of board policy decisions.

The pelicy manual does not need to be a formal, specially prepared
attair. Excerpts from the board’s minutes can be tiled in a looseleaf folder,
with decisions classified by subject.

Typical subjects that might be included in such a manual are:

—QObjectives of the school: philosophy of education, geographic
areas to be served. and size of school

—Admissions policy: siblings of children already in the school.
children of alumni, academic qualifications. and tinancial aid

—Budgeting: budget preparation, control, format, and reports

—~-Statting: salary administration, leave, separation, compensa-
tion, and perquisites

—Committees and staff: organization. assigned responsibilities.,
and reporting duties

—Objectives tor all income-producing activities such as the
bookstore and major athletic contests

The relationship of the headmaster to the board frequently needs spe-
citic definition and improvement. Many headmasters are not sure just
which muatters require board approval, and consequently send more items
to the board than may be necessary or desirable. Again, the headmaster
sometimes appears not to understand his responsibility and that of his
statt tor developing policies for the board to approve and to use in their
control of his work. Too often, policies are developed on a piecemeal basis
only as problems arise,

Often there is a lack of regular reporting back to the board on actions
voted by it The policy manual can preseribe an effective reporting process
and assign responsibility within the administrative staft for follow-up on
baard actions,

S, There should Fe provision for regalar reporting to the board so that it
may evaluate the various phases of the school's activities.

In carrving out its responsibility to supervise and guide the school's
operation, the board will want to do far more than keep a watchful eve on
the periodic statements of income and expense and the balance sheet. It
needs o evaluate the school inits many aspeets and as a whole, and for
this it must depend in large part on reports prepared by the headmaster
and his statt.

a. Frvaluation reports, Periodically, the headmaster should require
his top staft to prepare i contidential report tor himself and the board that
evaluates needs, accomplishments, and the personnel in their respective
dareas of responsibility, He should coordinate these repons in one of his
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own that gives his views regarding over-all accomplishments and plans for
the tuture. From time to time. he should also evaluate the performance of
his principal administrative staff for the board or a designated committee
ot the board.

Each statt report should outline the method of evaluation being used,
the plans tor improving any weak spots in the operation, and the help that
mav be needed trom other sources. These reports should cover both
academic and adninistrative matters and should be discussed tuily by the
board. It this deviee is properly used. it will serve as a regular stock-taking
and a frame of reference for both the administration and the board.

This precess may sound rather tormidable, but these reports do not
need to be prepared and submitted at any one time; they can be spread
over an entire school year. or even over two or three consecutive years.

b. Statistical reports. So that the board can evaluate the reports fur-
nished it and be kept informed on various phases of the school's work, the
headmaster should  regularly furnish statistical data concerning the
schoal’s operations. These statisties should be in a historical serics, with
interpretation where necessary. Much of the information can be given in a
series of graphs, vach of which shows an entire historical trend. Once
started. these charts can be readily updated. Statistical measures that
might be used in such reports are:

—Number of applicants {or admission and for what grades;
number of students admitted and to what grades; number of
alumni children, number of younger brothers and sisters ap-
plving and number and percentage of each category accepted:
geographic or neighborhood trends in applications

—Ratio of students to taculty

—Number of courses and class section sizes

—Faculty salaries

—Classroom and laboratory use

—Cost per student of student services (admissions, athletic de-
partment, meals. etc.)

—Fund raising: annual giving and capital

Other cost figures can be developed as units or work volume are estab-
lished tor each major activity, and the board can be given data usetul for
reaching decisions on policy factors.

o. Legislation und regulations. The board also needs periodic reports
on tederal or state regulations and legislation regarding nonpublic schools,
including developments in aid prograws for such schools in the federal
government and the various states. In addition to his other duties, the
headmaster must Keep posted on this whole new area of concern, hardly
thought of until a few vears ago. The board may well be asked to join with
other schools in pressing tor certain legislation, or in opposing unwelcome
legislation—a torm of cooperative effort that appears increasingly to be
necessars in many states. In some schools, one of the trustees is assigned
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the duty of keeping up to date in this area, as a sort of one-man cor.mittee
to work with the school head and report to the board. if necessaty. with
recommendations for action. Bulletins from NAIS on federal legislation
and from regional or state associations of independent schools on state
legislation are the two primary sources of this kind of information.

6. The bourd should carry on a continuous evaluation of the school

An important duty of the board is that of evaluating the school. (An-
other not unrelated duty. appraising the performance of the school's head,
is dealt with in Chapter 11). Assessing the quality of a school in its various
aspects is a ditficult task, because much of the evidence contained in the
reports just mentioned is certain to produce differences of opinion and of
interpretation. Furthermore, the quality of the product can hardly be
measured in the same way as the quality of automobiles or electric toasters
coming off an assembly line, in terms of mechanical etficiency. safety, and
durability. Again, a school is not static, it cannot be examined from
various angles in a testing laboratory; it is moving and dynamic. and it
generates o dozen ditferent xinds of reactions, attitudes, and for a
multitude of reasons.

Nevertheless, the board must do its best to judge the school's perfor-
mance. and here are a few notes on how to attack the problem.

a. Evaluation has to be a continuing process, not an effort to render a
judgment on the school as a whole or at a given moment in time.

b. The assessment should be made in terms of the school's declared
philosophy and purpose.

¢. In addition to the objeciive measures listed in section 5. above.
scores on College Board aptitude and achievement tests. on the National
Merit Scholarship tests. college placement records. and results of other
standardized tests at both elementary and secondary levels are available
and useful, but their significance is subject to misinterpretation. They
must be used with great care, tor they can be affected by specitic admis-
sions polices. by the quality and quantity of applicants. and by factors
bevond tue school’s control.

d. One ~f the most significant measurements of a school's performance
is to be for-nd in the opinions of its alumni, Many schools make it a prac-
tice to poll their recent graduates periodically (those from one to four o1
more years out). They can be asked to assess their experience in school,
the strengths and weak nesses of the program as it stood in their time, and
what they estimate to have been the total effect of the school on them. The
administration can also systematically collect each year the records of its
graduates in the next stage of their education (college or secondary) and
get some clues. also to be used with caution, about the guality of their
preparation in various subjects.

¢. Most important of all, an effort must be made. through teachers.
students. and parents. to get the “feel” of the school, to get a sense of
faculty and student morale. of the integrity and dedication (that over-
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worked but still meaningful word) of the teachers, a sense of the students’
spirit and of their interest in the school and what goes on i it. This is one
place where success in building communications pays off. The assessment
in this all-important area is likely to come from the collective and cumula-
tive opinions of all the board, gained through their various contacts. over a
period of time rather than stemming from a caleulated effort in any
given year,

t. The school head may well have an interesting and helptui appraisal
of his own. and he should be asked for it.

g. Unprejudiced observers can be exceedingly helpful. Many schools
arevisited periodically by committees of their regional acerediting associa-
tion, or of their own independent school association, and reports sub-
mitted after those visits deserve caretul study. 13 The school may also en-
gage one or more consultants to visit it and provide an outside evaluation
of the school as a whole or of its performance in particular areas. If this is
the case. the instructions to the consultants should be clear and precise,
and the ' -naing of the project. from the beginning. should be done with
the tull understanding and cooperation of the head. who should work out
the details. '

As already suggested. the kind of evaluation we are talking about will
not have a timetable and a deadline and be completed at a certain date.
And it will be most effective and reliable it it doesn’t put anvbody on the
defensive or make him teel & need to justity himself, if it's carried on. in
other words. in a positive spirit, with all hands—trustees, head. faculty
and students—taking pride in the strengths that can be identified and
working together to tormulate plans looking to the correction o} the
weaknesses.

T, Trnuotees are responsible to their various constituencies and should
render reports to them in appropriate ways and at appropriate times.

The very name “trustee™ indicates that both the individuals and the
group known as the board of trustees are entrusted with responsibilities. It
is. thecetore, implicit that they should account for their stewardship.

Uppermost in the minds of most trustees is their responsibility for the
school's financial and business attairs, for keeping it solvent and its plant
i good erder. This is certainly a prime responsibility. though we hope we
have already made it elear that it is far from their only resporsibility. The
board must see to it that the principal of the school’s capital funds is kept
intact tunless the deed of gift in certain cases allows it to be spent) and not
endangeress by unwise borrowing, Good management of tfunds goes be-

P he idependent-sehool divisien o the New Frgland Association ol Schools and Col.
Tezes e reetenal acoreditimy association, s fatest 0972 manual tor the visting commit-
teesthut cary cut sohaol evdianons ancludes asection on *The Decsion-Making Process,”
wihsubbeadimes on 7 The Role of the Governmyg Bodv™ and the roles of administration.
Lacuits s stadents parents dumnt and the community. See Appendix b,
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vond conserving and takes into consideration the inflationary trends that
seen to be a fact of life today.

And the record of the board and the school in financial matters should
be exposed to the examination of friends and potential contributors. It is
correct practice for a school to publish its figures on annual operating
income and expense, the latest balance sheet resulting from an indepen-
dent audit. and. if the school is lucky enough to have invested funds, a list
of the investments.

In what other ways are trustees responsible? In addition to their legal
responsibilities (often not clearly understood) under the lawg of the state in
which the school is incorporated. they are, broadly speaking, responsible
to the parents, the students, the faculty, the alumni, the patrons and con-
tributors. and to the free society from which the school's independence is
derived.

To parents. In a few schools, parent-owned or controlled, some or all of
the trustees are elected by the parents and the trustees render a report at
an annual meeting of the parents. In most schools. however, both board-
ing and day. boards are self-perpetuating and elect all or most of their
members. In these situations, an annual written report is usually rendered
te the parents by the headmaster on behalf of the board, covering major
activities and developments of the vear. The fact that a board is sclf-
perpetuating does not free it .;rom its responsibility to consider the inter-
ests and opinions of the parents.

T'o students. Since the principal reason for the existence of any school is
to provide sound education for the students, it is obvious that the trustees
are responsible for the students” welfare. The board's responsibility to the
students is carried out chietly through powers delegated to the headmaster
and the taculty, but the interest of the modern student in his education
and in his school’s policies is clear and lively, and so the wise board will
tind ways and means. both formal and informal. for consulting the stu-
dents and exchanging views frankly and honestly with them. One way
would be tor a member of the education committee to sit 1n on occasional
student council meetings. to get their points of view, and. at the same
time. to interpret board actions to them.

To tuculty. The board is surely responsible tor the welfare of the faculty.
With the leadership and advice of the headmaster, the board must provide
an adequate salary scale and fringe benetits, physical plant and equip-
ment. and other facilities for the proper functioning of the educational
program. This kind of responsibility is usually understood by trustees. but
the relationship should not stop there. Most boards recognize the im-
portance of furthering the professional development of the faculty, in-
¢lnding the head. by providing funds for summer courses or travel, for
attendance at protessional meetings, for visits to other schools. and.
ideally. tor sabbatical leaves. The temptation to squeeze such allowances
out of a tight budget will be strong. but it has to be resisted, for they help
keep teachers enthusiastic, on their toes. and growing in professional
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skills and in background knowledge. 14 Also. though we have already
spoken of the importance of communication and understanding between
taculty and trustees. we would emphasize again the desirability of estab-
lishing structural arrangements that enable the trustees to explain plans
and policies to the teachers and enable the teachers to make their views
known on plans and policies in effect and under consideration.

T'o wlumni, Since many alumni retain an interest in their school and
contribute to its welfare, they are entitled to regular reports. Most schools
do. in fact. send their alumni a bulletin with news of the schoo! aad its
alumni. But at certain alumni meetings, and particularly thio:gh a
special annual report of the headmaster mailed to all alumni, pareats, and
friends. the board’s stewardship should be reported. If these grou-s are to
be asked to support the school through annual giving and capiial fund
campaigns. they are entitled to a tull report from the management that
describes the financial condition of the school, gifts received during the
past year, and the administratuon’s plans for the tuture. This kind of in-
tormation. while it may be actually a part of the report of the headmaster.,
is in fact a report from the trustees. The headmaster will naturally include,
of course. many other aspects of the school program—any interesting
changes in or additions to the curriculum, admission problems at the
school. college entrance problems, the spiritual aspects of the school's lite.
development of the library. and other similar subjects.

T friends. What has been said above applies tully to triends. patrons,
contributors, both past and potential. It is the board's responsibility to see
that these groups are tully informed.

To sociery. Finally, as emphasized in our Foreword. the board is re-
sponsible, in a broad sense, to the community and to our democratic
society. which makes possible the existence of independent schools. The
tax-tree status of most independent schools, and their freedom to experi-
ment in educational techniques and philosophy—these considerations
require that trustees be conscious of their responsibility to the community
in general.

FINALS has two sumimer training programs specially designed for school heads and one
torassistants i admanstration. Detals are furnmished on application to the NALS otfice. For
buduet purpeses. one schood dses asa rule of thumb tor an allowance tor “taculty develop
ment T tiure of S200 per faculty member,
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CHAPTER 11

THE BOARD AND THE HEAD
OF THE SCHOOL

It has already been emphasized that a clear understanding of the respec-
tive responsibilities of board and headmaster is fundamental to the
smooth tunctioning of a school’s administration. Chapter 1 was devoted
chietly to the board and the way it operates. This chapter concentrates on
the board in its relationship to the headmaster. Let us hegin by a restate-
ment of the responsibilities of both parties.

On the part of the trustees there are three primary areas of responsibility.

Institutional policy. The trustees set all basic policies of the institution,
such as whether the school witl be for boys, for girls, or both, what grades
will be included. the educational philosophy of the school. the scale of tui-
tion payments. the salary scale, the size and nature of the enrollment, and
other similar matters.

Financial resources. The trustees have primary responsibility for the
physical property of the school. for the raising of funds necessary to pro-
vide the needed physical facilities,! and for satisfactory management of
the school’s operating funds.

Long-range plans. The trustees should set the ditection the school
should take in order to accomplish its long-range objectives. They must
see to it that the needs for funds. personnel, and space for the future are
developed so that interim decisions will fit into the future plan.

While the tormulation of policy in these areas is clearly the responsibil-
ity of the trustees, they will not only give weight to the views of the head
but may also rely on him for initiative and leadership.

RESPONSIBILITIES OF THE HEAD

It is the duty of the headmaster to carry out the policies establisheG by
the governing board and to serve as the professional educational leader for
the inctitntion which naturally includes the internal administration of the
school.

There are certain areas of the headmaster's responsibility that can be

I this conneetion. see the last two paragraphs of the discussion of fund raising. below.
p. 24,
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clearly spelled out. In all of these areas he must, of course, act in accor-
Jdance with policies approved by the board.

Planning the tuture of the school. The headmaster, with the help of
whatever committee is in charge of long-range planning, is responsible for
developing plans for the near- and long-term future of the school. Such
plans include:

—Enrollment objectives

--Academic course otterings

—Class size

—Size of taculty

—Plant additions or alterations necessary
—Financial requirements

After the appropriate committee has developed and recommended
plans, these should be reviewed and approved by the board. They should
be projected at least five (or, better, ten) years ahead. and should be re-
viewed and updated every year in the light of developments.

Enroftment. The headmaster is responsible for the enrollment and the
manner of handling admissions to the school. It the school is new and
small. and it active promotion and solicitation of students are required.
the prime responsibility rests with the headmaster. Trustees should be
willing to heip and probably can be extremely helpful with some pros-
pects. but the basic responsibility is the headmaster’s.

Adnussion. The headmaster and his committee on admissions must
have the sole and final right to decide on the admission of students, acting
in accord with basic admissions policy established by the hoard. Trustees
will receive pressure from their triends on behalt of applicants—particu-
larly it admission to a school is highly competitive. The headmaster should
be glad to hear from trustees who can add significant information con-
cerning a tamily and a candidate. but he must have the last word on the
adnission of students, provided he is operating within the board's estab-
lished policy.

Discipline. The headmaster must assume responsibility for the disci-
pline of the students. It the discipline of students is poor, the problem
must be resolved by the headmaster. and the trustees have every right to
hold him responsible.

Dismussal of students. The headmaster must have the right to dismiss a
student who. in his judgment and in the judgment of his professional
associates, should be separated from the school either tor academic
reasons or for reasons. of behavior. As a matter of discretion, tact, and
good communications the headmaster will often notify trustees of an im-
pending action or of an action taken: this should be done not to ask
pecmission, but rather to inform, so that the trustee can answer any ques-
tions that may come to him.

Financial aid. The headmaster or some member of his statt to whom he
may delegate this responsibility should discuss tinancial aid with parents
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who request it and should inform them of the policy of the board. A proce-
dure that works well in many schools is to have parents complete a stan-
dard financial aid torm tor review by the headmaster and a committee to
which the board has delegated @uthority to act. Such a process provides
some objective basis tfor making grants and removes the awarding of
grints t'l;nm the realm of personal negotiation, which can prove embar-
rassing. -

Relutions with faculty. The headmaster should have sole responsibility
for the emplovment of teachers and other statt members: he should not be
required to present alternative candidates for the board’s consideration.
He must take the responsibility for appointing the best persons to be
tound at salaries within the established salary range, scale, or policy laid
down by the board

Individual salaries of new teachers have to be established by the head-
master himselt. Saliries of continuing teachers may well be reviewed by
the tinance committee or another committee so that trustees may see that
the general policy of advancement of teachers on the salary scale is being
properly observed. It the headmaster wishes to create a new position of
some importance to the school, such as the position of director of studies
orassistant headmaster, he should., of course. discuss this with the appro-
prisite tristee comuittee, and the position and its salary scale should be
established betore discussions or interviews with candidates take place.

Publicviry. “The headmaster should have the responsibility for, and the
supersision over, all publicity for the school. He must. of course, delegate
this. since he himselt, except in a very small institution, cannot possibly
take vare of this duty along with his other manitold responsibilities. More-
over, it mav well be that a trustee working in the area of public relations or
journalism or advertising can be extremely helptul, and can. in tact. make
4 reil contribution by undertaking some or all of the work involved. Never-
theless, the headmaster should assume responsibility tor the over-all
supervision of press releases and statements to the public. regardless of
who does the actual work,

Financial uttairs. A school budget is alwavs more than an estimate of
income and expense tor o given period of time, for it also retlects the
educational philosophy of the school, Theretore, the headmaster should
alwavs take the lead in preparing the budget, assisted by the business
mitnager it there is one. Together theyv should present their proposals to
the finance committee of the board. which should satisty itselt regarding
the soundness of the proposals. Once the finance committee and the board
of trustees have approved the annual budget. the business manager. the
headmaster. and others empowered to spend money should be free to do
sowithin the limits of the budget without having to make requests to the
trustees tor cach expenditure ot tunds. It may be added that tor good
budget control there should be prompt preparation of monthly expense
figures. with cumulative totals for the vear to date and comparisons with

INeet haprer [ note 10, on the School Scholarship Senviee,
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the previous sear’s figures and with the current budget. The headmaster
sand the board’s finince or executive committee can properly expect the
business manager to have such tigures available within a very tew days of
the end of cach month.

Mamrenance of property. The headmaster is responsible tor seeing that
routine maintenance and repair of the physical property are carried out.
He and his statt are on the grounds daily, and the trustees are not, and it is
his responsibility to see that the buildings and grounds committee iy in-
tormed of any unusual conditions afteeting the properts of the school.

Health and satety. The headmaster is responsible tor the health and
satets of students while they are under the school’s jurisdiction. It is most
important that requirements of state and local authorities be satistied by
the school’s health and satety regulations,

Fund raising. To what extent is the headmaster responsible tor tund
raising”? Must he raise the money tor needed projects, or is this a trustee
tunction? Cana headmaster retuse to help raise money on the ground that
his job s academic and he therefore cannot leave the school tor outside
dactivities?

As in many other areas of ditterence of opinion, the truth lies at neither
extreme. but somewhere in between. In all aspects of sehool administra-
tion. the headmaster must and should exercise leadership, but he needs
the active support of his trustees as well as of alumni and parents. The
headmaster should be alert to the developing needs of the school and the
tunds needed to strengthen the program and plant. He must talk over
these requirements with the appropriate committees of the board and the
board itseit, and together they must decide on the ways and means to raise
the funds.,

In o capital campaign for any sizable amount, it generally pays to
cmplov reputable fund-raising counsel. Exceptions might include situa-
tions where one or two key persons in the school family have had success-
tuleaperienee and can devote virtually full time to the campaign, or where
the number of prospects to be seen is small and most of the people live in
the sane community.

The headmaster should not be expected to call on all of the parents, lest
he be placed in embarrassing situations with actual or prospective donors
whose children are not suceesstul in school. He should work with special-
gitts prospects. key leaders, and alumni: help organize parent soliciting
teams: personmally see foundation and corporation executives whose orga-
nizations may contribute: and in general work wherever his influence and
personad touch are most needed. Potential major donors will expect to see
the head of the school.

REASONS FOR UNSATISFACTORY RELATIONSHIPS

Since the responsibilities outlined above can be so clearly stated. why
does i uck of understanding between headmaster and board arise in so
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many schools? Often enough it is because communications between them
are poor, or have not been handled with tact. In addition to defined areas
of responsibility, there are also rules of the road.

One tvpe of headmaster, tor example, violates such rules by trving to
“eetahead of his interterence’™; he may make policy decisions without the
conmsent ot the board. He may also make other important decisions without
consulting board members. He may do this because he teels that, since he
is the head of the school and the professional, he is :ntitled to make
decisions on all matters where the board has not specifie:'ly reserved the
deesion toitself, Another headmaster, who is somewhat nsecure, may
bother individual trustees by telephone calls or letters on all manner of
minor attairs, annoving them with routine problems of internal adminis-
tration that he ought to take care of himselt. At board meetings, he may
waste the time of the board by bringing to its attention many minor mat-
ters and requests for permission to do things that suould be clearly within
the provinee of the administration to do.

But the headmasier is not the only culprit. For example. some trustees,
trequently otficers or committee chairmen, may become ofticious and
individually try to dictate to the headmaster, or perhaps tell the head
uroundskeeper or maintenance man or the athletic director what he is to
do. Bad teeling and contusion are bound to result. and it should be em-
phasized again that no individual trustee has authority to give orders or
directions to the headmaster or to any members of his taculty or statt,
Such authority rests only with the full board in a duly constituted meeting,
and decisions of the board should be communicated to the persons con-
cerned through proper channels.

Some businessmen on boards of trustees try to boss the headmaster as
the result of their own long experience inindustry. Such men think of the
headmaster as a kind of plant manager. a subordinate to be given orders.
Such a view of the headmaster is clearly in error, tor he is not a subordi-
nate or employev in the usual business sense of the word. Although he is
employed by the board. once he is engaged he becomes the person to
witom they should look tor direction and leadership. As a protessional
vducator, he should be expected to lead the board and the school. A
clearer anadogy is to think of the head of the school as a kind of prime
minister; he is a part of the board in spirit. vet stands somewhat apart
trom them as their leader, and he is their leader as long as he commands
the vontfidence of the board. When he loses this contidence and can no
longer command a clear working majority of the board to support him, his
government must ftall.

SUGGESTIONS FOR PROMOTING A SOUND RELATIONSHIP

Further pursuit of these ideas may make them more concrete. We have
stated that the board makes policy, but we have also stated that the head-
master should be 2 leader. In his role as leader. it is his responsibility to
propose policies, but to do so through proper channels. Experience has



Q

ERIC

Aruitoxt provided by Eic:

shown that the proper avenue of approach to the board on the matter of
new policies is through the appropriate committee of the board. There-
tore. the headmaster who, tor example, after consultations and discus-
sions with the faculty wishes to propose an important curriculum change,
will be wise to discuss this tirst with his trustee committee on education.,
This committee. which has the time and personnel to study educational
policy questions in detail, can give the proposal the attention it requires
and can then, with the headmaster. report its recommendation to the
bouard. By taking this approach, the headmaster Gumediately has several
intormed trustees who understand the problem and who can help support
his plan. Of course, it the committee turns down his proposal, he will
probibly not bring the matter to the board.

Similarly, if the headmaster wishes to increase the basic salary scale of
the taculty, hie will do well to discuss the matter thoroughly and in detail
with his finance committee. Here again, when the matter is presented to
the entire bourd. the committee will understand the reasons for the in-
crease in the salary scale and will support the headmaster's recom.
mendation,

Ihe comverse of these procedures is equally true, A valuable channel of
communiciation from the board to the headmaster is through the appro-
priate board committees. The various committees of the board have a
goad opportunity, in g smaller and more intimate setting than the full
board, o question the headmaster coneerning policies and to inform
themselves more fully on the operation of the school.

Fouse another analogy, the headmaster and board may think ot them-
sehves as the executive and legislative branches of the school administra.
tion. As clearly as the Constitution of the United States defines the areas
ofits exevutive and legislative branches, there is inevitably some overlap in
jrisdiction and rtunction. Ttis within this gray area of overlap that triction
or e poner struggle sometimes develops—as naturally in a school as in a
gowernment.

The best was to avoid this kind of triction is for the board and headmas-
ter to think of themselves not as competing branches of a single govern-
ment, but rather as members of a single team. The members of a team
hive individual tunctions, but singly they cannot be successtul. Only
through unity and cooperation under proper leadership can there be
suceess. [owall help a great deal, theretore, it heads ot schools and trustees
think in terms of units, with the members of the board on the one hand
being active in their corporate capacity to establish policies and making
themsebves individually available to the headmaster tor help when he
wants it and the headmaster on the other hand tunctioning continually as
the chiet executive ofticer of the institution, its leader. but alwavs ¢on-
scious ot his responsibility to the board and to his school constituency.

ANNUAL REVIEW OF 'l;HIi HEAD'S PERFORMANCE

A significant element in promoting and maintaining a sound relation-
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ship bewween board and head is the regular evaluation session, in which,
to put it in simple terms., the head can tind out how he’s doing and at the
sime time register any concerns he has about the board's performance. To
repeat what was said earlier, the discussion ideally should be friendly but
trank.

About two thirds of the more than 600 heads who responded to a recent
suney (see Appendix F) had some kind of review (usually annual,
sometimes at longer intervals) of their contract or oral agreement. It also
appeared. however, that often it was not the kind of candid appraisal we
are talking about, but merely a briet report of action at a board meeting
continuing the head’s employment tor a vear, or a note from the treasurer
telling of a raise in salary and contirming other benetits for another year.

It things are going along all right. one might ask why an evaluation
session s needed. We believe that the head, just like a faculty member,
should have the help and reassuranee or cautioning (no doubt some of
both) that would be provided by a regular review of his performance. This
is ¢learly the view of many school heads who are getting one and many
more who are not. Here are two illustrative quotations, both from active
school heads:

I have otten telt sery Tonels inomy job, and the lack of any reaction—praise or
Blame  huas made the Toneliness more acute. Some periodic resiew of how the head
i dome would certunly be helptal.

IT woukd ke a contract] to create g reason tor the board to evaluate the head's
pertormance af least onee g vedr.,

What we are urging. and what most heads would like to have. is an in-
tormal review in which the head can learn the views of the board as to his
performance—where he is successtul and where he seems to he less so,

Who is to doit? In nearly half of the cases reported in ihe survey. it was
the chiet ofticer of the board. the chairman or the president: in nearly as
many instances it was either the executive committee or the full board. We
think that ordinarily it should be the president alone or with such other
officers or members of the executive committee as he may wish to involve,
rather than the tull board. We believe that the chances for a frank and
reasonably informal exchange of views are better if the reviewing group is
small. It is saggested. however, that the president ask all members of the
hoard tor their individual appraisals prior to the evaluation session so that
he may be fully aware of the feelings of all his colleagues about the head.

How often? At least onee a year. perhaps best in late fall or early winter.
when the budget and salaries for the following year are about to be con-
sidered. and certainly more often than every two or three years, as is now the
citse with some heads. Aced it there is serious criticism of the head. and a
situation that might deteriorate, the sessions should be more trequent
than once a year, and very specitic.

What shall be said? Obviously it depends on circumstances, and we
make a suggestion or two only since we hear that trustees sometimes hes.-
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tate because they aon’t teel contident of how to go about it. The deserip-
ton of the head’s duties and responsibilities in the by-laws, in the head’s
contract, orin any memoranduny of expectations drawn up at the time the
head was engaged could supply a tramework or checklist. Communica-
nons will probably loom large on any such list: has the head been ex-
cmplary or not in keeping the president and the beard informed? With
respect to changes made or in the making, has he been sueeessful or not in
interpreting and exnlaining to parents and alumni, as well as to trustess,
taculty, and students, the how and the why of them? Has he taken the
time and the trouble necessiry to involve others in the decision-making
process? Haw he stased on the right side of the board-head division of
responstbilities, or has he ventured mistakenly into poliey-making or
invohved the board too much in what should be the provinee of administra-
ten? Fhese are only suggestions. There s little doubt that i any actual
situgtion the topies to be discussed will make themselves  evident.,
providing opportunities for noting areas where praise is due as well as
others where there is room tor improsement. The talk on both sides should
be direct and candid. and it is sensible for the president to putin a4 memo-
randum twith a copy tor the headmaster’s private tile) a summary of the
salient points made.

Phe headmaster would do well to make a written selt-evaluation before
the session, One head not only dees this but also invites his taculty to
evaluate himand carries the results into the meeting. And since the com-
munication is two-way, this is his chance to speak about the performance
of the trustees and their president (Mres, Xisa’t following the ground rules
about parental complaints: Mreo Y ds teving to give orders directly to the
head maintenance man: the whale board is tending to encroach on admin-
istratise turt).

We recognize the tact that, it the relationship between head and board
president is what it should be, much of what might be discussed at an
evalnation session will have been brought up tfrom time to time without
ceremony. Nesertheless, we think there is merit in a planned session in
which the president may be accompanied by other trustees and reflect a
consensus ut the board.

Fhis need not be o traumatic experience tor the head, nor. since no one
is pertect, a source of undiluted satistaction. 3

Finally, qustas trustees face increased demands and expectations, so do
school heads. The posttion of head master has al ays been a demanding
one.with unrelenting prescares on his tine and energies trom many direc-
tions. and with many decisions to be made. Now new problems have to be

Hhe proness s not unlihe the anmial evaduation i businesses, wioore ntnagement by
goealv s thewas ofhte bn Herbert B Muver. " Fhe Svence ot Telling Fxecutives How Thev're
Do Fortens Januan 197308 0 pertinent word of caution. " The worst mintake an evalu-
ater vait e s b et seame cvscutive who's barels making it leave the vasion harboring
delusions abont great prospeas i s tutiere At the same time, the evaluaror has to be caretul
et Toonsb theevecntive L under anas alanche of devastating crincisms " (p. 102),
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met, or old ones having new complications—curriculum, teaching meth-
ads. discipline, personnel, finance, every aspect of school life. The making
of decisions imvolves extended  discussion with representatives of the
groups affected, tollowed by the time-consuming process of explaining
and interpreting the new ways of doing things.

The increase in demands on school heads is certainly a partial explana-
tion of the noticeable trend toward shorter tenure.4 We stress this increase
becatise we think it important for the trustee of a school to be aware of the
nature and extent of the burdens their head is carrying and to recognize
the possibility that the demands of the school may be damaging his home
lite and endangering his tand his wite's) health and morale. They may find
1t advisable. as many boards have, to add administrative help, or to en-
courige, urge, or even require the head to break away periodically for rest
and recreation, to regain perspective on the school and its problems.

AVOIDING FRICTION—THE HEADMASTER

How can the headmaster avoid making major blunders that arouse the
wrath of the trustees or cause them to lose confidence in him? Even
though he is the chiet executive otficer and leader. he will be well advised
trom the point of view of diplo, ey and tact to talk over anticipated deci-
sions ind serious problems with the president of the board. or possibly
with one or two other senior trustees in whom he has particular con-
fidence. He ought to feel free to talk with them on a triendly and unofticial
basis it need be.

Let us assume, for instance. that the headmaster, who is relatively new
and soung. feels it necessary to dismiss a teacher who has been on the
taculty tor o longer period of time than has the new headmaster, Tech-
nicallv and legally, the headmaster has a right to hire and fire members of
the tacults. He can stand on his rights and take action without consulting
the board. It he is wis ¢, however, he will first discuss this matter with his
committee on education and with his board president. Or suppose it is
necessary to dismiss the child of a tamily that has long been associated
with the school or the child of a major contributor in a recent campaign.
Here again, the headmaster is perfeetly within his rights to take this action
it he teels it s necessary. On the other hand, to secure his defenses, he
would do well to explain the impending action to the president of the
boird and possibly a tew other trustees. This is not meant to imply that
the headmaster is asking permission to do these things, but rather that he
wishes the trustees to understand fully his reasons for his actions. When
he is convineed that a moral issue or the integrity of the school is at stake.
he must stand fast in the face of the most formidable opposition: only thus
vitn he maintain his own integtity.

Another wayv a headmaster can avoid making inajor blunders with

A\ recent sunes showed that 23 veas ago the average tenure of school heads was 12 yean,.
Nt s hirtle maore than hatt that
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board mentbers is to keep close to public opinion. For example, a head-
master may wish to lead his school in i new direction. I conditions are
right. he may be able to do it speedily, but it board and community are not
ready tor the move or do not understand it, to plunge boldlv ahead may set
back by vears the very cause the headmaster espouses. He may have to be
content with a period of preparing the ground. So it is important that the
headmuaster keep his ear to the ground and know what students, parents,
and others are saving about the school, His contact with his taculty must
be continuous and personal, to keep him aware of their teclings and their
state of morale. When the headmaster is also active in community attairs,
mingling with parents, trustees, slumni. and others, he is better able to
anticipate troubles betore they become serious.

In line with these suggestions, the headmaster needs to be receptive to
advive. The voung, inexperienced headmaster in particular must avoid
tryving toassert his own position by flouting the advice of experienced per-
soms w ho know the community. The man who does this is as toolish as the
voung adulescent who flouts the advice of parents, teachers, and other
clders, and heis equally iikely to come to griet.

Again. in a spirit of mutual respeet and cooperation; the headmaster
should wlwavs consult with the committee chairman before requesting a
meeting of a committee and should discuss with him the proposed agenda
and major topics coming up for discussion. Similarly, the headmaster
should discuss, with the president of his board, the agenda for the board
meeting itselt and the topies he intends to bring up for discussion and
decision.

Finally. the headmaster can avoid major blunders by paving very care-
tul attention to preparation and statt work betfore any meeting with any
group of trustees. He must be sure he has the supporting documents and
figures to back up his statements. He should amass a great deal more
material than he is likelv to use. just as a doctor must have a great deal
muore know ledge than he may be called upon to use in any one case. When
comples or controversial problems are to come up in @ committee meeting,
tactual material and other relevant information should be sent to trustees
ahead of time. Moreover, atter any committee meeting or board meeting,
it is the responsibility of the headmaster to carry out decisions of the board
and to report to the appropriate ofticials, or to the entire boatd 1 some
cases. the fact that the decisions have been carried out. The headmaster
must use his judgment whether he cando so through a telephone call—to
a committee chairman or ofticer of the board—or whether he should
intorm the entire board in writing. In short, a smoothly working board
and smooth board-headmaster relations depend heavily on the thought,
imagination, initiative, and hard work of the headmaster.

AVOIDING FRICTION—THE TRUSTEES

How can trustees avoid making major blunders? They must respeet the
headniaster for his protessional position and for his experience and knowl-
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vdge. They should have the same kind of confidence in him professionally
that they have in their lawver or their doctor and deal with him as an
equal. not as a subordinate. (Trustees should also recognize their respon-
sibility toward a new headmaster by secing to it that he and his wife are
praperly introduced to the community.)

It has already been pointed out that individual trustees have no author-
ity over the headmaster and have no right to instruct him or give him
orders. Only the full board of trustees. meeting officially, may request or
even demand that the headmaster follow certain directives of the board.
The trustee who usurps the authority of the board and takes it on himself
to tell the headmaster how to run the school must be brought into line by
the president of the board and other trustees or be dropped as a trustee.

Trustees inevitably will receive complaints from disgruntled parents and
even occasionally from a disgruntled teacher. A trustee should never
attempt to solve the problem but should always refer the complaining
individual directly to the head of the school. The trustee's duty then is to
inform the headmaster at once that the individual has made a complaint.
It the headmaster does not hear from the individual within a reasonable
time, he should make it his business to talk with him.

If the parent or teacher has already talked to the head and is still not
satistied. then the trustee may cither refer the complainer to the president
of the baard or listen without comment and offer to take it up with the
president tor such action as may be indicated. It is for the president of the
board. not for the individual trustee, to talk the matter over with the
schoal head and decide how to handle the matter from there on. It is gen-
erally agreed that going wround the head to the board or to individual
members of it is to be discouraged. except in the rarest of circumstances.
as tending to undermine the necessary and proper authority of the chief
operating officer of the school. namely, its head.

By the same token. trustees hearing complaints in the community
should support the headmaster, assure the complainant that the head-
mitster desires to do the right thing and that a call on him should result in
satistaction, and inform the head of the talk they have heard. Whatever
the catuse of complaint or dissatistaction that comes to the attention of a
trustee. the head should never be left unaware of it but have the chance to
profit by it. to correct a situation that needs correcting. or to defend his
position or his action,

A plarticular responsibility rests with the president of' the board of
trustees, tor it is his duty to keep his trustees in line. We have already
spuken of the importance of indoctrinating and orienting new trustees: it
is not i bad idea for the president to use the annual meeting as the
oceasion tor reminding the whole board not only of the ground rules in the
kinds of situations just mentioned. but also of the working arrangements
tor the division of powers. duties. and responsibilities between head and
board.
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A CONTRACT FOR THE HEAD?

The question is often raised whether the head should have a written con-
traet. tor a vear or longer. with the board. The recent survey of the opin-
ions of school heads on this subject brought out some interesting facts and
divergent points of view (see Appendix F). About half of the heads had
something in writing—a contract or letter of agreement—and about the
same number, though not necessarily the same people, tavored a con-
tractual arrangement. Often the contract was no more than an under-
taking of the board to pav a certain salary, with fringe benetits and per-
quisites spelled out with some care, and an agreement to those terms by
the head. Many who had no contracts argued emphatically against them
“If relationships are sound. contracts are unimportant™; "It trust and
respect between head and board go, all the paper in the world is worth-
less™: and most of this group preterred the “gentleman’s agreement”
under which they worked. Many others, however, suggested that contracts
would help avoid misunderstanding, that boards change and verbal agree-
ments are torgotten, and so on. And, signiticantly, many of those who
were happy with their no-contract status with their own board said they
would tavor a contract tor their successor, or would want one if they
moved to another sehool, or that they had one when they started (but felt it
wis no longer necessary), or favored a contract tor the early years of a
new head.

Clearly opinions difter, and it is a matter of mutual agreement between
head and board whether to tormalize the arrangement by a contract (or by
4 letter to the head and signed by him, which amounts to a contract).
Whateser the form of the understanding, there are two objectives to be
achicved. Oneis toset up a working relationship between board and head
in which the chance of misunderstanding can be minimized. and the
other, particularly important in these days of shorter tenure tor heads. is
so to reguliate the process by which the relationship is terminated as to
avoid damage or unnecessary ditticulties to cither party.

Accordingly, we look with favor on something in writing (1) that spells
out in detail the head's salary and perquisites and makes it clear who pays
tor what in the way of housing, insurance, transportation, school enter-
taining. and so on. so that there can be no misunderstanding on this score:
(2 that contains a paragraph or two specifyving the duties and respon-
sibilities of the head, and those of the board, or refers to the paragraphs in
the school’s by-laws that deal with them: (3) that provides for an annual
review of performance, as discussed earlier (and see Appendix F), with
details as to when and by whom; and (4) that specities the procedures to be
tollowed for renewal of the agreement as well as its termmatmn. (See
Appendiy C tor sample agreements.,)

TERMINATION OF AGREEMENT

It is safe to assume that many a board-head relationship will not con-



tinue until the head's retirement. There will surely be instances where it
will continue to that end with great benelit to all, but there are all sorts of
possible reasons for its being terminated at some point before that. A
board may wish toinitiate a change: so may the head. Schools at different
times in their existence may need different kinds of leadership. The board
or the head, or both. may sense such a need and decide that a change of
leadership is desirable.

T'he head may wish to move to ¢ nother part of the country, or to a dif-
terent Kind of school: he may be asked to consider a position with greater
responsthility. one he sees as a career opportunity he cannot pass by: or he
may feel he has done all he set out to do at school X and wants the chal-
lenge ofa new set of problems at school Y or he may be tired out and seek
a less demanding occupation.,

Or ditfering opinions, strongly held, may develop between board and
head ona poliey question so basic that neither party can accept the other’s
views about how the school should operate. Assuming trank discussions.
good will on vach side. and ample notice. it should be possible to resolve
any of these situations amicably and with assurance of a smooth transition.

However. there can be other situations where the path may not be so
smooth and clear. Take the situation, for example. in which the board has
suppuorted the head. worked conscientiously with him and done its best to
guide and direct him. but has become increasingly doubtful of his eventual
suceess. A new school year is well along, but evidence of incompetence or
luck of leadership on the part of the head has become so conspicuous that
the board is convinced that there must be a change and that it must
happen betore the next school year begins. It is too late to give appropriate
notice. but the board must ask for the head's resignation and announce
the impending change as soon as possible.

A quotation trom a handbook written for committee members of
Eriends schools (the commiittee of a Friends school is the equivalent of a
board of trustees) is appropriate for consideration here.S

Pernimation of Senvice

Vvsoanasat becomes apparent to the committee that the head of the schoal is
netcarramyg his responsibilities welt or is making repeated unw ise judgments. there
arcdelimte questions which the comnnttee should ask itself, Has it examined care-
full s ownactions, toassure itselt that methods of operation and areas of respon-
sty hase been clearly detined and faithtully adhered 10? Has the head of the
scheelbeen wiven the authority he teeds to operate the sehool within the framework
ehvenmutter poheies? Has the committee, because of its concern for the welfare of
the st -Loocen soliertous ta the point of meddling? With these questions answered
satstactonihv, the committee should labor Kindly with the head in order to resolve
the ditficulty Failing in this objective, the committee faces the painful step of
mdahing g change in leadership.

Recommended practices. The kev factor to be reckoned with in any
termination, whether initiated by board or head. is the matter of adequate

SHundbook for Commutice Members of Eriends Schools, p- 1S
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notice. In the interests of the school as well as the head, notice should nor-
mally be given before a specified date in the year—at least eight to ten
months betore the end of a given school year, or, better still, a year betore.
Such entended notice is essential in order to give the trustees time tosearch
tor and seeure a successor and, similarly, tor the head to find a new
pusition. The hiring process in the independent school worid is governed
by the special rhvthm of the school year and is normalivy  «ried on during
the fall and carly winter months. with appointments be,  announced no
later than March and new heads taking over during the summer. When
tha sehedule is tollowed, changes are accomplished with a minimum of
disruption to the normal year-to-vear tunctioning of the school.

It there is a written agreement or contract, it should certainly cover the
matter of notice. Even when there is no agreement, the reasons for notice
cited above still apply and must be taken into consideration.

Because notice plays such a critical role in the termination process, it
becomes essential to make provision for equitable financial settlement
when for some reason appropriate notice cannot be given, as in the case
cited above. In such instances. we reco.1.-mend as sound practice the con-
tinuation of salary beyond the school yvear in which dismissal occurs for a
period of sufficient length to enable the dismissed head to secure accept-
able emplovment. In determining what is “reasonable.” consideration
should be given to the timing of the dismissal (the later in the school year
the greater the obligation), the length of service of the head. his personal
and family circumstances. the tinancial condition of the school, and any
other pertinent factors.

In practice. such settlements have ranged from six months to a year. In
some cases, agreements call for continuation of salary tor a specitied num-
ber of months. or until the head has secured another position; in others,
they provide for a specified period, or amount, of separation pay without
condition.

Practices to be avoided. A board should not start a search process or
engage @ new head without letting the incumbent know he is on the way
out. The latter is entitled to the earlicst possible notice. and a search pro-
cess carried on covertly is an atfront to the school's constitutents as well as
to the head.

A head should not negotiate for a new position in secret, telling the
board he is leaving only after he has secured the new job.

Dismissal action should be taken by the whole board. not by individuals
or committees. It the head wants an opportunity to dis-uss his situation
with the board. he should be given one, prior to tinal actio..

Individual trustees should not on their own initiative try to encourage a
head to resign by a hint to him that such action would be welcomed by the
board.

Except for reasons of physical or mental health or of moral turpitude or
serious dereliction of duty. a head should not be required to leave a school
in the middle of the year: and. conversely, iv goes without saying that a
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head should not leave a school in the middle of the year except possibly for
some compelling reason of health or tamily crisis.

These “don'ts™ are listed because there have been at one time or an-
other instances of all of them, unlikely as it may seem. They all violate in
one way or another the spirit of sound board-head relationships. Further-
more, they are certain to result in damage to reputations—whether the
individual's. the board's, or the school's. They inevitably will make it
more ditticult to attract candidates to fill the position, and they are very
likely to create serious disruption and disaffection among the school’s
constituents,

Help trom the outside. When the board-head relationship is in trouble
and gives indications of falling apart. it is possible that an outside dispas-
sionate view may be helpful in resolving difticulties and in getting the
situation back on the track, or at least in working out an orderly termina-
tion procedure. The executive officers of NAIS are rrore than willing to
respond to requests for their advice or for suggestions of impartial and
experienced outsiders who can advise with disinterest and objectivity.



CHAPTER 11l

SELECTING A NEW HEAD
AND GETTING HIM STARTED

Thc selection of a new head is the most important decision a board of
trustees is ever called on to make. Hardly anyo.e will quarrel with that
statemient, vet some boards. faced with the necessity of finding a new
head. seem to handle the problem without the care and deliberation the
importance of the choice dictates, with results which are too often unfor-
tunate. The two earlier editions of this handbook went into considerable
detail on the selection process. The subject is given much less space in this
revision. not because it has lost importance or because NAIS has lost inter-
est—quite the contrary on both counts. It anything. the importance of
doing the job well has become even clearer. and NAIS now has a separate
publication on the subject, with suggestions not only for the board doing
the searching but also tor the persons who may turn up as candidates.! A
board that faces or anticipates tacing the problem of finding a new head
(or a head for a new schoc!) is encouraged to get in touch with NAIS. to
get this booklet, and to ask about other torms of assistance.

The booklet otters guidance for the school’s board from the moment a
change is decided upon, through the necessary preparation for finding
and screening the candidates, on through the actual screening and the
preliminary and final interviews, to the final selection and the thorough
and open exchange of information and opinion between board and
prospective head. Experience with a number of instances of dissent and
discord between boards and heads strongly points to the skimping or
neglect of this last process as a frequent underlying cause of heads
resigning or boards deciding to make a change. The booklet also stresses
the importance of some form of participation in the selection process by
the various constituencies of the school. Finally. it makes clear that it is
important to give the candidate’s wife2 (when the field has been narrowed

11 pe Selection und Appointment of School Heads ( ee Appendix A), To assist boards of
trustees 1n the search tor a new head. NAIS maintains the Headmaster Clearing House
senice. Boards thar eleet to subseribe to the service receive a copy of this booklet. various
bistines of candidates, and the general avice and counsel of NAIS staff members.

2Here we vin abandon the convention that he” includes “'she.” “headmaster™ includes
“headmistress,” and so on. While a headmaster’s wife often has an important place in the
swhaoal fed by her busband, instances where the headmistress's husband is similarly involved
are rdare. and the circumstanices of the invohement will certainly be ditterent,
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down) more serious attention than the kind of casual looking-over she will
getat a chiefly social gathering of trustees and wives or of faculty.

THE HEADMASTER'S WIFE

In many schools. especially boarding schools, a good deal is expected of
the headmaster’s wite, but little is said about it at the prehiring interviews
or on the visits to the school. Not long ago, over 200 headmasters’ wives
answered an extensive questionnaire about their role, and a report sum-
ming up their replies had this tosay.:

1t respest to the “hinmg procedures.” the [Trustee] Handbook should be revised
to Grhe seriotshy imte account the person whaose life may be committed at the same
he as her lsband's, and of whom there may be great unspoken expectations.
1 hie trustees ought to revognize her as an individual and not just as an adjunct to
her husbund. FThes shoald allow her an opportunity to hear what the expectations
are ubans) amd to respond according to her choice. The evidenee . . . points to an
enthustistic imvelvement, eser voluntirily increasing. Bat she is not the one being
hired. amd doesn't beliese she should be taken for granted as part of an "automatic
pavhape deal.”

Once expected to be mostly a “'friendly. gracious, intelligent. noncon-
troversial, attractive hostess,” the headmaster’s wife now looks more to
the opportunity to work closely with her husband in a joint and vital enter-
prise. Again quoting trom the questionnaire. "“The times are changing
and headmasters' wives are individuals—perhaps more committed to ser-
vice than the average but more and more eager to do that serving in their
own way.” Itis clear that (unless in the school concerned the headmaster's
wite has no part to play) in the selection process a promising candidate’s
wife should be taken seriously as an important part of a team. and she
should have a chance to discuss what may be expected of her and what she
teels best able to contribute, When the selection process has been com-
pleted. and thereafter, the board must not take the headmaster's wife for
granted, but, recognizing the demands and ditficulties of her position.
review them sympathetically trom time to time. and. it necessary. be re-
sponsive to the idea that her share in the life of the school may need to be
revised or reduced.

AFTER THE NEW HEAD TAKES CHARGE

Some special attention must now be given to something that is of almost
equal importance to that of selecting the new head: ensuring the success of
the new administration and giving it strength and support. Even though
many boards give the choice of a new head all the care and attention it
deserves, they pay too little attention to this second concern, again with
unfortunate results. Itis perhaps not too fanciful to compare a school and
its new head to a newly married couple. If the marriage is to work. each
must be ready to adjust to the other—to get used to the other's ways, and
to recognize and be ready to help avoid or overcome difticulties that are



apt to arise—until tull understandings are reached and the partnership
can be considered a success.

[t can be a touchy period. taking as much as a year or two for faculty,
parents, and students te get over the discomfort of change. It would be
surprising, and unusual, if there was no group that regretted the depar-
ture of the old head and was uncomfortable. or at least unconvinced.
about the new one. As in most processes. there is a wrong way and a right
way for the trustees to go through this period.

The wrong way. Let us paint a picture. by no means imaginary. of what
can happen. The retiring head is a person who has won the respect and
aftection of the school community. The school has been his life, at least in
recent vears. It bears his stamp and reflects his views. Many of the staff
were engaged and developed by him: not only does he know them well but
he knows their tamilies and their tamilies’ problems. Many of the trustees
are his own tormer students. and he is almost a “'father figure” to a large
portion ot the alumni.

The new head is voung and—at least in this situation—untried. The
trustees. a bit anxious about the transition, ask the retiring head to stay on
as a member of the board of trustees. to help the new head and generally
keep an eve on things. The retiring head is well aware of the dangers of
interterence with his successor, and he wants him to succeed. Being vitally
interested in the school, he is sure that the way he intends to help cannot
pussibly be considered interterence,

So the new head takes charge. and there is very likely a honeymoon
period when evervone is happy. But pretty soon the new head makes a
change in something “we've always done that way.” The former head.
while accepting in theory the proposition that a school must move and
change if it is to stay alive, is inclined to think that rhic change is a mis-
take. that it implies a criticism of the way things were done before. Never-
theless. determined not to interfere, he keeps silent: not so some of the
statt (and no doubt some of the parents, too). who are so devoted to the
tormer head that they are sure that anvone who is going oft in a ditterent
direction from the one in which he led must be making a mistake. Several
write or telephone to their tormer chief, who can’t help listening somewhat
ssmpathetically, and with a little subconscious satistaction over troubles
he is certain would not have arisen it he had been in charge. Two or three
teachers have triends on the board of trustees to whom they register their
concern. Several of the trustees listen to the story and start talking among
themselves. Very possibly neither the former head nor any of the aggrieved
faculty, nor any of the trustees who listen to them, lets the new head know
that he is being criticized, or for what.

Pretty soon another similar situation, another flurry of telephone talks
and letters: and then another: and there is a group ot the taculty who talk
among themselves about the detects of the new leader, and some trustees
w ho wonder whether a wrong choice has been made. Still no communica-
tion with the new head, but through a helptul teacher or a triendly trustee
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he gets wind of trouble and of the development of a dissatisfied group on
the faculty. He may also learn that the former head and some of the trust-
ees have been listening to the complaints without telling him about them.
His contidence is shaken, he becomes uncertain in his course of action, he
doesn’t know whom he can trust. he suspects some of the teachers are
turning the students against him, and the moment comes when a com-
mittee of the board waits on him and tells him with kind ness and sadness
that they think it's best for the school that he resign. The result: the
abrupt end of'a promising start as an administraior by the new head, and
some tarnishing of his escutcheon; another shock to the school com-
munity: another search tor a new head. perhaps made more difficult by
reluctance on the part of other promising young candidates to take the
post in the light of the short stay of the previous head and the feeling that,
it the trustees are the kind to allow this sort of situation to develop. the
next person may be no more fortunate.

We repeat—this is by no means an imaginary picture. The sequence of
events deseribed can be documented by reference to a number of actual
situations, though there are of course variations, and sometimes the pro-
cess is spread over several years. The points to be made are, first, that this
sad series of events—sad for the new head, for the trustees, and for every-
one else connected with the school—happens in spite of the fact that
evervone—retired head., trustees, teachers. and any parents and alumni
who get into the act—nhas the best intentions in the world and nothing but
the best interests of the school at heart; and. second, that it can happen
anyvwhere and is a danger for trustees to reckon with whenever there is a
change ot administration at a school. Accordingly. we want to make some
suggestions about how the chances of a successful transition can be im-
proved. These. too, are not imaginary: they are taken from actual situa-
tions that have worked out happily.

The right way. The trustees do not invite the retiring headmaster to
continue on the board (nor, it may be added. do they invite him to retain
an ofticial connection with the school as director of development, director
of alumni relations, or whatnot). In tact. it he is a regular rather than an
ev officio member. and shows signs of wanting to stay on, they politely
make it plain wo him that they would like him to resign. In the first place.
thev know that his advice and help will be available whether or not he is a
member of the board, and they know how hard it will be for the new head
to run the school with his predecessor looking over his shoulder; how hard.
too, for the new head to bring in recommendations to the board tor
chinges with the tormer head sitting right there. They also know, having
been reminded by the board president. that if they have good friends on
the taculty they may well hear tales of woe trom them about the new
administration. but that in all cases it is their dutv to ask whether the
matter has been discussed with the head, and. it not. tosay that that is the
tirst thing for the teacher to do (and the trustee gets on the phone without
delay to advise the head that he can expect to hear trom Mr. X). He fol-
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Jows the same procedure with any parent (at gmy tih . it may be added).
and makes sure in cach case that the president of the board is aware of
w hat is going on,

The retiring head moves away from the community where the school is
located. though it must be said that distance of the former head from the
seene is no guarantee that there won't be trouble. By the same token. if he
lives around the corner it can be as though he were on another planet. It
alldepends on the person and the posture he adopts. He tells his taculty at
their last meeting together that he is dissociating himself completely from
the schoal. 3 that he has confidence in his successor and wants them to give
him their lovalty and support, and says that, while he hopes to hear from
them and sce them often, if for any reason they are troubled about any-
thing to do with the school. they should talk first to the head and then, if
not satistierd. to the president of the board of trustees. but not to him, the
about-to-be-retired head. If. during the succeeding months, any of the
taculty forgets this admonition and writes or telephones or calls to express
discontent about the way things are going. he reminds the teacher about
his stance and talks of other things.

The president of the board has a special responsibility not only for ad-
vising board members about the correct handling of complaints from
teachers or parents, but for keeping the lines of communication open with
the new head. making sure the head knows of dissension or dissatifaction
in the faculty, or in the parent body. discussing with him the matters that
have caused it and ways of handling it. suggesting action that might re-
duce and eliminate it. Above all, he makes him feel that he. the president.
is a triend whowants to make the new administration successful. one who

YHere isun actual example of & headmaster doing it the right way:
1O FACULTY AND FACULTY WIVES:

As Taadid at vur Last Faculty meeting in May, Jane and 1 will need your belp in an
important matter connected with the change in administration.

1t 1 obv1ous that @ new headmaster should not tind the old headmaster looking
wver his shoulder. At least it should be obvious, though 1 have known 4 number of
retinite headmasters who hase aceepted invitations to remain on the boards of
trustees, have telt tree to otter unrequested advice to their successors, have ex-
pressed hurt and disappointment over changes, ete. ad U regret to report)
mtimzm. 1 hese blatant torms of interference 1trust L ean avoid.

Judsing from the vxperience uf seme of my colleagues, however, there is @ more
aibtle trap tor 4 retired headmaster: the continued involement in discussion with
icavhers of controverstal schoul issues, whether they be matters of educational
podier. personnel. or whatever. June and T will try to avoid this trap but. since we
plan to fnve m the area and will continue to see our friends, many of whont are
members of the facults. we need sour help in keeping such subjects ot our agenda
for 4 few sedrs. You know. | trust, that this request does not indicate any loss of
interest on our partn ot vou orin the school,

1 vould not possiblv express here our gratitude teyvou all, but we teelit. Good luck!

John D
Headmaster
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is ready to and will support him through a period of considerable storm
and stress. It is almost inevitable that a few parents and a few teachers will
tfind things to complain about in a new administration, it only because it is
not just like the old one. It the board makes it clear that the new head has
s contidence ind backing, the situation will almost certainly right itself
soon enough.

I'he head. too. must do his share of keeping the lines of communication
open. talking over any difficulties that have arisen (which tHe board presi-
dent may not know about), and not trving to conceal them in the hope that
thes nuny not come to the attention of the board. It may be said that, when
the head and the board president have reached a point where they cannot
ralk together vasily, the situation is ripe for trouble.

We do not want to be too dogmatic about what the different parties
should do—headmaster getting oft the board. retusing to discuss with his
friends among the teachers their coneern about what is happening at the
whool, and so on. We have known situations where the retired head stayed
on the board because the new head begged him to do so; and the retired
head could be helptul by counseling the teachers on how to improve
matters at the school while supporting the new incumbent and by quietly
and tacttully giving the new head a bit of good advice about the
personalities involved and how to handle them. But we do teel that the
first picture we painted can lead to trouble, and that the second indicates
a recognition of the dangers inherent in a transition period. The important
things are the attitudes of the people involved, maintaining communica-
tion with the new head, and avoiding “behind-his-back™ discussions be-
tween teachers, trustees, and the retired head.

As is so often the case ir all kinds of attairs. good judgment and under-
standing as well as good intentions are needed. With those qualities in the
ascendant, the board and the new head can enter into the kind of fruittul
partnership that leads a school to suceess.



CHAPTEK IV
A POSTSCRIPT

Trustccs, in our experience, are hard-working, conscientious, and intelli-
gent men and women. It s hard to see how the independent school cou i
have remained in existence or could continue without them. If we were to
have any criticism, it would probably be ihat they are too ready to confine
their activities to budget and plant, and too shy or tuo modest to get in-
volved in the educational and human side. whick is the heart of the mat-
ter. We hope that this booklet will give them some encouragement for
doing so (while carefully observing the distinction between policy and ad-
ministration'). Just as war is too important to be left to the generals. so
education is tou important to be left to the educators.

The fact that this handbook has | een revised for the second time since
its original publication ten years ago testifies to the steady evolution, in
this period. of the role and esponsibility of the independent school
trustee. We have seen no reas n to change in any significant way the state-
ment of tundamental princ s which we made in the first edition. There
are. hewever, some additional illustrative points of view that have emerged
with some strength in recent years.

There is little need to speak of the new problems that have come to the
fore. No one who has been trustee »f an independent school needs to be re-
minded of them—persistent inflatior, new kinds cf disciplinary problems.
new relationships between trustees, admunistrators. teachers, and stu-
dents, the shift from single-sex schuols to coeducation or coordinate
education, new philosophies about teaching methods and what’s to be
taught—to mention only the most conspicuous examples. Abundant
credit must be given to boards and school heads for the fact that most
schocls have not merely successfully breasted tides that seemad capable of
overwhelming them. but have moved forward. And while board-head rela-
tionships are not invariably perfeci, there is plenty of testimony from a
great many school heads that they not only have no complaints on this
seore. but. on the contrary. they have a most rewarding relationship with
their board and tind its members thoroughly supportive.

As has happened in more than one earlicr era, there have been some
who have predicted the end of independent schools. but again, as in
carlier times. these predictions have proved premature. For example,
NAIS has on its membership list (counting active members and schools
subscribing to its New School Services) 78 schools that were not in exist-
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ence ten vears ago, and there must be many more that have not yet made
themselves known to NAIS, (New schools usually mean new and inexperi-
enced trustees, [tin this booklet we have occasionally seemed overdirective
to trustees. that is one reason, and we ask to be excused and to h.ve it
noted that we have been sinularly direct about the responsibilities and
acvasional tailings of school heads.)

These pages meKe itelearenough, we think, that being trustee of an inde-
pendent school is not an honorary position or a sinecure: it calls for hard
work and intelligent judgment on many difficult matters. We hope that
trustees will find many of their questions answered in this handbook. It
there are other questions, the statt of NALS will be ha ppy to hear them and
to try to give or find for them the best answers obtainable.



APPENDIX A
NAIS PUBLICATIONS

The following publications of possible interest to trustees may be ordered
tfrom the National Association of Independent Schools, 4 Liberty Square,
Boston. Missachusetts (52109:

Independent School Administration, by E. Laurence Springer, 1967. $2.50.

Acerunnng or Independent Schools. a manual of uniform accounting procedures for inde-
pendent schocls. 1969, $2.8).

Adnunntrative Salary Survey, published periodically; latest edition, 1974. $2.00.

Analvtical Study of Instructional Persunnel Policies in NAIS Member Schools. prepared by
Henry Lahlberg. Jr.. 1972, 8,75

Amnal Statisties of NAIS Member Schools. published annually as special issue of NALS
Repart. $1.00, or available through subscription to NAIS Report (see below).

Renetit Pluns ror Faculty and Staty. 1969. $1.00. :

U Budgpet as un Intrduction 10 Financial Managemen®. by Dexter K. Strong, 1971. $1.25,

Cocduvation Packer. g variety of data on the movement to coeducation, mergers of schouls,
regorts trom schools of their experience with coeducation, 1973. $4.00.

Amercan Nonpublic Schouls: Patterns of Diversity. by Otta F. Kraushaar, the first compre-
hensive study of America’s private schools, published by The Johns Hopkins University
Press, 1972, $10.00.

Uhe Nonpubhe Schools und the Public: A Panel Discussion. 1974.$1.00.

Uhe Selection und Appomtment of School Heads, by Frank R. Miller, a manual of sugges-
tions to bodrds o rustees and candidates, 1971, $1.00.

Avuilable by subscription

Uhe Dndependent School Bulletin, the professional quarterly journal of the Association. $5.00
persear.

NAIS Report. the Assuciation’s newsletter reporting on events. legislation. publications, and
developments of particular interest to administrators and trustees. Four regular issues per
vear plus special ssues to report on surveys of tuition tees, salaries, enrollment, and other
statistival data. $.3.00 pervear.
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APPENDIX B
PROFESSIONAL STANDARDS

1. Relations between board and head. with regard to termination. ex-
cerpted trom Professional Standards of the Head Mistresses Association
of the Eust (revised 1971)

IV. Standards for Relationships between School Heads and Boards of Trustees.

An undentanding. either written or oral, normally exists between the Head of the School
and the Board of T rustees covering the obligations and remuneration of the Head. Many
mutual obligations, however. cannot by easily specified or foreseen. When unusual problems
amse. both school Heads and Boards may falter or take steps harmful to the school and to
themselves. The Head Mistresses Association of the East hopes that the following general
principles may be helptui to ali concerned:

L. Generul. Every effort should be 1aade both by the Trustees and by the Head of a school
to maintain a complete and co'nmon understanding of school policies and procedures
through regular meetings and vonstant communication. Trustees should have opportu-
mity and encouragement to visit the school frequently and to familiarize themselves with
school attain. It the Head faces serious problems he - she should inform the Trustees
soan enough to enable them to gain adequate information on which to base their advice
or decision. It the Trustees feel any dissatisfaction. they should first spcak promptly
and {rnkly to the Head. In every case. the purpose is always to maintain mutual under-
standing and to remedy problems before they reach major proportions,

2. Resignation of the Head. In the event that a school Head's appointment is to be ter-
minated vither by his 7 her own wish or by a decision of the Board. those concerned
should give serious thought to the welfare of the institution and its students and to the
tuture professional and financial weltare of the Head.

a. Resignation initiated by the Head. A head who intends to resign must give the Board
amiple time to tind a suecessor and. except under unusual circumstances. must fulfill
his  her contractual obligations for the current academi: year. Notice to the Trust-
ees of 4t least a full year is strongly recommended. Lesser notice should be given only
tar an exceptional reason. and, except for urgent cause, February first should be
comsidered the latest date at which resignation may honorably be tendered for the
tollowing year.

h. Resignation initiated by the Board. A Board of Trustees should request a Head's
resignation only after careful consideration and candid discussion with him / her

period of time. IF a Board then concludes that the interest of the school re-
quires the Head's resignation. the following procedures are recommended to avert
the serious damage which may be done both to school and Head by hasty and ill-
comiderca actn.n:
th Resignation should be requested insofar as possible long enough in advance to
give the Head ample opportunity t find a suitable position. Academic positions
are customarily available only during a limited period of the year. With proper
toresight. a Board should usually be able to give notice of a full year.
Except for gravest cause, every effort should be made to avoid the departure of
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the Head inthe course of an academic year. Both the Board and the Head should
varchitiiy weigh the cost of w temporarily difficult situation against the harm that
iy be done to the standing of the schooland o its teachers and students by the
dhrupt or arbitriey termination of the appointment of the Head.
In all cises, the Board and Head should make every effort to maintain a elimate
ot teehng which will make it mutually agreeable and appropriate for the Head to
vontinue in ottice until the expiration of the term of notice,
Finanei! arrangements will vary according to circumstances, but, in addition to
tulfilhing the contractual commitmer @ Board of Trustees should recognize
throwwh ity settlement that in the event of an emergency dismissal late in the
school sear.  Head will in all likelihood be unable to find suitable emplovment
tor the next school vear.,
o Pubhe Announcement 1tis in the interest of the sehool that both the Board and the
Head come to an agreement as to the most dignified procedure for handling the
public annouticement of the Head's resignation.,

to

2. Relutions berween schools. Excerpted from Code of Ethics. Indepen-
dent Schools Association of the Central States. November 1973

1 he ungualificd approval tor tull membership and acereditation by ISACS of uny member
school shall beoin part. dependent upon that school’s compliance. in spiritas well as in word,
with ligh protessional and ethical standards, Specitic guidelines include the following:

1 Nosschood shall satempt to influence a teacher to break a contract already vigned with
another school, 1t no renewal contract has as yet been signed, however, the Headmaster
seehime his senvices should secure the consent of the Head of his present sehool betore
newetiaions tor a chinge are comsummated,

2 Noschool shall seek to enrall for the same year @ student who is currently enrolled in

another sohool,

V Finanaal assistinee 1y customarily granted 1o students on the basis of need. Where
there may be competition between member schools for the enrollment of a new student. the
most important consgderatien must be the welfare of the student himself. Extreme care must
therctore be taken not 1o use financial sid, misrepresentation of fucts or other unethical
pravives tomtluence the student’™s decision.

4. Naschool shall aceept i transter student withour consultation with his previous school,
or without uliinately securing appropriate records,

3l reports and intornittion exchanged between schools concerning pupils, pirents, or
tedchers nust be kept completely contidential,

6 Am school. upon recening a request from a qualified school for a statistical or personal
report on g tormer student. should comply promptly with said request. 1, for some good

reason, it s either impossible or inadvisable to send such i report. the former schoot is ex-
pected o se notidy the persen requesting the intormation,
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.APPENDIX C
EXCERPTS FROM CONTRACTS AND BY-LAWS

1. Asample contract

Dear Bill:

On behalt of the Board of Trustees. | am writing to convey our offer of a new contract of
employment to supensede entirely your present contract as of July 1, 1973, on the following
terms and conditions, which were approved by the Board at its special meeting held June
2oth, 1973

1. Duration and Review of Contract

The Board of Trustees hereby renews vour contract with the school for a period of five
vears, beginning July 1. 1973, and continuing through June 30, 1978, subject to two formal
reviews: the tinst. to be completed by July 1, 1975, shall be a complete review. at which time
cither party can re-negotiate any item in the contract; the second review to begin in February,
1977, shall be undertaken to negotiate terms of a new contract. There shall also be informal
reviews of any matters of concern to the School, the Headmaster, and or the board of
Irustees. between the Headmaster and the Board of Trustees each year, or whenever neces-
sary. to maintain free communication between the Headmaster and the Board of Trustees.

J. Compensation

A, Salary: The salary of the Headmaster, effuctive July 1, 1973 or as soon thereafter as
the nerease may be legally paid. shall be $..... In the event that wage-price regulations
prohbit an increise to the intended level at the present time., the salary shall be raised as of
July 1. 1973 to the maximunt permissible rate and shall be advanced to the aforesaid rate at
the carliest possible time. No later than December of each year of the contract. including
1973 the Board of Trustees shall review the salary and shall make adjustments as it deems
appropriate. The tringe benefits applicable to the Headmaster shall be at least equivalent to
those provided the taculty at large.

B. Residence: The Headmaster shall be required to live at the residenceat....... .. ..
tor which alt utilities—gas, electrivity. water, fuel and telephone—shall be provided at the
espense of the School.

C. Fxpense Account: An expense aceount shall be provided in the annual budget for
the Headmaster's protessional tunctions, including travel. meals, lodging. dues for profes-
stonal organizations, gitts, and entertainment. It the Board of Trustees considers other cul:
tral. social, or community membenships desirable, initiation fees and dues shall be at the
expense of the School. In general, if reasonable expense is incurred on behalf of the school,
the School shatl reimburse the Headmaster for such expense.

D Vacation: The Headmaster shall have one month of vacation time during the
summer Inaddition to regular school vacations, the Headmaster shall have ten days during
the school sear. to be taken at his diseretion.

X Duties
A. Inrelation to the Board of Trustees: as the chief administrative officer for the Board
of Trustees. the Headmaster shall be expected to carry out the policies of the School and the
decisions ot the Boara of Trustees. He shall be expected to anticipate the leveloping needs of
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the School, and the comniunity, and to interpret these needs and changes to the Board of
lrustees. He shall be responsible for keeping the Board of Trustees well-intormed on all
matters pertaimtng to the sehool at all times. The Headmaster shall be a member of all Com-
nuttees rebated to the school.

B. In admimstration of the school: the Headmaster shall be the administrator and
educational leader of the school. He shall have general supervision over the academic and
admimstrative operation of the sehool and subsidiary activities sponsored by the school. The
Headmaster with the Business Manager shall be responsible for the preparation of the
Annual Budget. All administrative, faculty, and staft membery” duties shall be delineated by
the Headmister and these emplovees shall be responsible to the Headmaster.

C. Fund Rining: during the term of this contract, a Fund Raising Drive will probably
be launched. The Headmaster with the support of the Board of Trustees shall initiate and
deselop leadenhin tor such i campaign toward the suceesstul conclusion of the Drive.

D. Outside activities: The Board of Trustees recognizes the need of the Headmaster to
hase time to represent the School as & professional comultant (not to exceed approximately
105 ot total working hours)ar as a participant in professioni] organizations,

Please aceept this contract by signing the original and seeing that itisin the minutes of the
Board of Trustees,

On behalt of the Board
of Trustees,

Aceepred
C ’ o Date
2. Procedural statements
A. Onentation of new trustees (rom a single school)
The members of the Board of Trustees of ... . .. School are elected to this body by the
... Association. The Board operates according tothe .. .. .. School Association by-laws,

with which cuch member must acquaint himself. It is the total Board membership which
assumes the ultimate responsibility for the operation and continuity of the school and.
through the headnuaster. sees that the policies of the school are carried out. The elected
atficers und the appointed committee chairmen have added responsibilities. but not implied
privileges. Phe value of cach member is understood to be equal.

A. Inorderto prepare and educate new Board members tor the responsibilities, there will
be an orientation seminar held prior to the fisst fall Board meeting. Each new Board
member should have copies of, and be acquainted with:

1. The miuwsofthe . ... School Association.

I'he Independent School Trustee Hundbook authored by NAIS.

The Board ot Trustees-Headmuaster Waorking Relutionship authored by the Head-

master and the Board of Trustees of 1968.

4. T'he. ... Board of Trustees Working Philosophy.

R)
A

B. Atthe (tint) September Board meeting:
1. The Board president will discuss:
tar The role of every member.
th) The duties of cach committee.
tv) The planned objectives and considerations for the ensuing year.
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2. The headmaster will outline:
) Hiy working relationship with the Board.
(b} The primary objectives of the school in his year.
(¢} The tasks and problems of pre=ent and future concern.
3. And the entire Board shall welcome, consider and attempt to answer any questions
pu.scd.

B. Responsibilities of the head  from three ditterent schools)

A. Duties. The headmaster. subject to the general supervision of the Board of Trustees,
shall have plenary authority over the conduct and operation of the school. He shall be the
head of the faculty and shall have authority to employ and discharge teachers. instructors
and ather employees of the school, subject to the approval of the Board, and shall be respon.
sible tor the routine administration of the school, the determination and supervision of the
courses of study. the disciplining of pupils and generally for all things that may be necessary
tor the praper conduct of the school.

B. The Board of Trustees is charged with responsibility to establish policy for the School
and hits ultimate respansibility for execution of the policy established. Execution of policy
vstablished by the Board and administratiou and operation of the School pursuant to such
policy is the responsibility of the Headmaster., His responsibility and authority includes cur-
riculum. persuninel. business administration, admissions. discipline, relations with parents.
alumni. community, other educational institutions and the general public, religious and
moral standards and training of the students. It is recognized that he may delegate many of
these functions to others on the staff and faculty tohandle in accordance with his instructions.

The Headmaster will keep the Board of Trustees informed of developments in the school
through reports at regular meetings and special reports when necessary. He will consult with
the President of the Board, standing committees or others on the Board as circumstances
require between meetings of the Board. He will serve as ex-officio member of each standing
committee of the Board and assist the Board in long-range planning,

C. Duties and Autharity. The Headmaster shall be the executive officer of the School. He
shall have full authaority to prescribe the program and curriculum of the School, and it shall
be his exclusive responsibility to submit to the Board for its advice and consent the names of
all persons for appointment to the faculty of the School and for the discontinuance of service
afany member of the faculty of the School. The Headmaster shall engage and terminate the
emplovment of all emplayees of the School on behalf of the associaton other than members of
the faculty. upon such terms and conditions as the Board may approve. The Headmaster
shall have complete jurisdiction over the discipline of the students of the School. and he may
in his diseretion in order to promote or maintain such discipline. suspend or expel any stu-
dent from the School. The Headmaster shall have such other powers and duties as the Board
may. from time to time, prescribe and determine.

C. Termination and review ( from two difterent schools)

A. AN AGREFMENT BETWEEN THE BOARD OF TRUSTEES OF . . . . . ..
ACADEMY. A CORPORATION DULY ORGANIZED AND EXISTING UNDER THE
LAWS OF THE STATE OF NEW YORK (HEREUNDER CALLED THE "BOARD") AND

.. (HEREINAFTER CALLED THE "HEADMASTER™):
This agreement shall run from July 1, 1972 to June 30, 1977 and shall be automaticaily ex-
tended from year to year thereafter. This agreement may be cancelled by either party by
gihving the other party one year advance written notice of its desire to terminate this contract
eftective June 30, 1973 or any June 30th subsequent thereto,
The President of the Board will meet formally with the Headmaster each year in May, and
whenever the Board has concerns about his work, to evaluate the Headmaster's performance
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ot his duties and express candidiy ans concerns that the Board has, The President will then
report the resudis of such conterences to the Board of Trustees at their subsequent meeting,

B The termn obvour emplos ment shall be extended for successive periods of one vear vach
subject tosalary and benefit negotiation. I January of cach vear and prior o any renewal of
ths qareement, sou will meet and consult with the President of the Board of Trustees for a
restes of progress i achesing goids and objectives which will be established annually for
vaur otfice and the school, Either party may, at least sixty days prior to such annual review,
give written nutice to the other by registered mail of intention not to renew such employment.

Cotee Sevtion | ot sample cantract, abose),
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| APPENDIX D
BOARD-HEAD RELATIONSHIPS

1. From the policy handbook of a large coeducational independent day
school

1. Headmaster is primarily responsible to the Board of Trustees and not to any individual
committee or niember for the twelve-month operation of the School. Routinely, the Head-
niaster works closely with the President and the Executive Committee.,

2. Headmaster and Board of Trustees must work within the By-Laws of the Schoo! Associ-
ation. The philosophy of the school as developed over the years should serve as a guide for the
tuture growth of the school.

3. Headmaster will work directly with individual members of the Board and with sub-
committees on specitic problems. The Headmaster should report unusual problems to the
President of the Board or to the Executive Committee,

4. The Headmas.eris responsible for:
(4} Helping establish the school budget
tb) Adherence to the school budget
{¢) Hiring and firing of paid personnel of the schoul
td) The total program of the school
(¢} The satety rules of the school
{1 The admission and emission policies of the school

5. Headmaster will make a report to the Board of Trustees each regular meeting. This
report will keep the Board well infornied about what is happening at school.

6. The President of the Board may ask the Headmaster for a preview of his monthly report
prior to the meeting. To the degree possible, the President of the Board and the Head master
will communicate with each other prior to every meeting of the Board of Trustees to inform
vach uther of new business to be brought up at the meeting and any areas of discussion which
may be of particular interest or concern.

. Between regular meetings the Headmaster should report any unusual problems to the
President or proper sub-.committee chairman,

8. The Headmaster will inform the faculty about any relevant non-confidential discussion
and decisions made at a regular monthly meeting,

9. Euach vear, in November, the Executive Committee of the Board will evaluate the work
of the Headmaster. A yearly letter of reappointment will be sent to the Headmaster from the
President expressing the will of the Executive Committee,

10. The Executive Committee will inform the Headmaster of possible disagreement with
his pertormance and request a thorough discussion to determine what steps must be taken.
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11. The Headmaster will informt the Executive Committee of any major problems interfer.
ing with the pertormance of his duty.

12. Ifcither the Board of Trustees or the Headmaster wish to terminate their relationship.
the deciston should be made in writing as early as possible in the school year, but hopefully a
vear betore actual date.

September, 1972

2. Excerpts from a statement on the relationship between governing
bodies ot schools and headmasters from an association of school heads in
another English-speaking country

Undenstanding of the relative positions of the Governing Body and the Headmaster is
essential. Usually the Governors are charged by the Act of Incorporation or other constituent
document with the management and superintendence of the affairs, concerns and property
ol the School ard are required 10 act so as to promote the purposes for which the School is
established. The whele responsihility for its conduct rests upon them. While retaining in
their hands the control of tinancial and property matters, they delegate to the Headmaster
their duties ind powers as regards discipline, courses of study. selection and management of
sttt and schoal activities generally. They should give him their confidence and allow him a
wide treedom in the exercise of the powers entrusted to him; but they have the right and
ubligition to be consulted on any matter of policy attecting the welfare of the School: and. it
a difference ot view upon such a matter arises between them and the Headmaster and all
eftorts to resalve it tail, itis their view which must prevail.

Such ditterences will seldom oceur. and. if they do. will be casily settled, it each party
mantains the right attitude to the other. The relation should be one of complete trust, with
untettered treedom of discussion, with a tull understanding on the Headmaster's part that
the ultimate responsibility is that of the Governing Body. and with a generous recognition by
the Governing Body that the Headmaster should be given full freedom in the carrying out of
his duties. In the day today running of the Schoul in matters of local organisation and disci-
pline. sind in the selection and management of statt, the Headmaster should not be under the
constraint of constant obsenation and eriticism. The Headmaster on his side must inspire
the Governors with confidence that he can be relied upon to bring to their notice everything
which they should know about the state of the School so that they may discharge their re-
sponsibilities.

The refationship indeed calls for constant wisdom and discretion on all sidvs.

Cases will oveur in which a Governing Body or some of its members become to a greater or
Jesser degree dissatistied with the Headmaster. The fautts may be on either side or on both
sides The Governory may have been misinformed. or mistaker in judgment. or impatient:
the Headmaster niay be realls failing in one way or another to meet the requirements of his
psition. Unless wisely handled. such a position may become one of real danger. In all rela.
tions between the Governing Bods and the Headmaster, the key position is held by the Chair-
man ut the Governing Body wha must possess the confidence of both sides. do justice to both
sides and be ready 1o take the initiative w here necessary in bringing any causes of triction or
tenston to trusttul discussion.



APPENDIX E
THE ROLE OF THE BOARD

The manual referred to in Chapter I, note 13, is the Manual for School
Evaluation. published in 1972 by the Commission on Independent Sec-
ondary Schools of the New England Association of Schools and Colleges,
one of the six regional educational accrediting bodies in the United States.
Some of the questions under **“The Role of the Governing Body"' are:

3. Describe the orientation given to newly-elected members of the governing body.
either prior to or early in their period of service on the governing body.

4. What provisions are made for keeping members of the governing body abreast
of developments in education?

S. Attach a sample of the agenda of the most recent meeting of the governing
budy. How was this agenda developed?

6. Describe any committee structure established in the governing body.

. How do various segments of the school community receive reports from the
governing body and / orits committees?

8. Describe a recent policy decision made by the governing body. How was the
matter initiated and by whom? What was the procedure used by the governing
body? What was the decision? How was this action made to those affected?

10. What responsibility does the governing body assume for evaluation of the chief
administrative officer? How are their conclusions transmitted to him and
by whom?

(Note. It may be added that questions of this type are also beginning to
appear in the evaluation processes carried on by regional associations of
independent schools.)
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APPENDIX F

SURVEY OF SCHOOL HEADS
CONCERNING BOARD MEMBERSHIP AND CONTRACTS

How many heads of schools are members of board of trustees? Should they
be members? Do school heads have written contracts? Should they? What
should the contract cover?

As these and other related questions were being asked with increasing
frequency by both trustees and heads, NAIS undertook in the winter of
1973-74 to obtain. through a questionnaire to the heads of schools. a pic-
ture of current practice. The findings below are based on information and
opinions supplied by 620 school heads—75% of those to whom the ques-
tionnaire was sent—as well as a number of trustee chairmen whose views
were solicited.

1. Board membership. The first question asked for the head's status,
whether as a tull member of the board of trustees, an ex officio member
(and in this case whether with or without the right to vote), or not a
member. and for comments on the advantages or disadvantages of the
status. The returns from 604 heads were as follows:

No. %
Full member 167 28
Ex officio member
Voting 67 11
Nonvoting 153 25
Did not say 34 K
421 70
Not a member 183 30
604

It is of interest to note that of the 70% who were members. full or ex
officio. of their boards. slightly more than half (56%) had voting rights.
Put negatively, over half of all the heads (counting nonmembers and non-
voting ex officto membis) ere without voting rights.

Of those commenting on their status. the vast majority—277 to 20—
liked it. whatever it was. Here are some sample comments.
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From those who are tull members

a. [ am totally involved in all policy decisions. Also it makes me one
of the team, not “merely” an “employee."

b. Am working with the trustees. and not for or against them.

¢. Am not simply an employee directed to implement policy; I'm ex-
pected to direct policy-making and to lead.

d. Full membership underscores the cooperative relationship be-
tween trustees and head. Any other kind of membership points up
the employer-employee relationship, which is not conducive of the
fullest trust and confidence.

From those not board members or not having a vote

a. 1 do not think 1 should be (a member). Clarity of role is essential.

I am employed by the trustees as the educational leader of the
school and its chiet administrative officer.

b. The chiet advantage seems to me that I cannot vote, therefore, |
am never foreed into the position of siding with one group or an-
other.

¢. lLhaveadetachment that is usetful To be able to say, "The Trust-
eces decided . . .7 is a great help at times.

d. I'was asked to be on the board but preferred to have the vacancy
filled with a new board member,

From those teeling it makes little or no difference whether or not the head .
is « member or has a vote

a. Membership is neither good nor bad—a vote is only important to
break a tie, and that would indicate too sharp a division; better
not bring it to a vote.

b. Relationship between head and chairman is far more important
than stiatus on the board.

¢. I've worked with boards in both ways—member and nonmember.

It doesn’t make any ditference. (This view was voiced several
times.)

There was no significant expression of opinion about *full” member-
ship versus ex officio status. In general, there was very little dissatisfac-
tion. There were many comments like “comfortable.” “happy.” "'see no
advantage.” *'no problem.”™

[l. Contract status. The next question asked the school heads, **Which of
the tollowing apply to your contractual arrangements with the Board?"

No. %
Formal contract 114 19
Letter of agreement 148 S
Nothing in writing 329 56
591
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Of those working under a formal contract. not quite half were on a one-
vear contract, the others on two-, three-, four-, or five-year contracts, with
two's and three's predominating. Although more than half checked
"nothing in writing,™ it should be noted that many of these indicated that
initiully (when they were first appointed) there had been a contract or a
letter of agreement. Others noted that their reappointment, and often
their salary, were annually recorded in the board’s minutes.

1. Desirability of formal contract. Another question asked, “Do you
tavor a formal contractual relationship between head and board? Why or
why not?"

No. %
Yes 326 62
No 178 RY)
Neutral or
undecided _19 4
523

Many of the "No' answers were rendered in terms of particular circum-
stances, as evidenced by comments like "'not for me." "not here,’ “not in
this situation.” Others seemed to think of a contract principally as an
instrument committing board and head to a term of years. A number of
others, while registering a *No™ answer because of their owi relationship
with their board. hedged on the general question with comments like ** not
for me. but tor my successor,” not here, but it I went elsewhere,” **for
future headmasters *Yes,” for me ‘No." " Other replies were more clear-cut.

From those detinitely in fuvor of a contract

a. Boards of Trustees change and understandings or even goals pre-
viously agreed upon can be forgotten very easily and quickly.
(There were many comments about avoiding misunderstanding.)

b. Yes. A contract helps to avoid any conflict with relation to areas of
responsibility, relationship with the board. period of employment,
salary and tringe benetits, termination of employment.

¢. The document should include a precise job description, showing
just what the head is and is not responsible for executing.

d. Yes—to protect the head in the termination process, and second
to create a reason tor the board to evaluate the head’s performance
at least onee a vear.

From those opposed
a. This is one arca lett in which agreements between gentlemen are
still binding. It there are philosophical ditferences no legal con-
tract is going to salvage administrative ditticulties.
b. It relationships are sound, contracts are unimportant. (There were
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many in this vein about trust, respect, cooperation. Without them
a contract is worthless.)
¢. No. The insecurity keeps you on your toes!

From some neither wholly for nor wholly against
a. Yes—for a new head.
b. Yes—when first hired.
¢. Would want one for first three years, then live by my performance.
d. Yes. if board sees head as an employee; no, if board sees head as
part of the “‘team.”

Is a contract “professional”? (two sharply contrasting views)
a. Anything less than a contract lacks professionalism.
b. A contract is unprofessional and unnecessary.

IV. Contract review. "'Is contract or agreement (written or oral) reviewed
and renewed, annually o1 periodically, and with or by whom?"’

No. %
Yes—annually 333 70
% es—periodically 77 16
No __66 14
476

Nearly a quarter of those who returned the questionnaire (144 out of
620) did not answer this question at all. Among the affirmative answers
that were recorded, the kind of review provided could not readily be iden-
tified. Some spoke of an item ir the board’s minutes, which suggests one
kind: others of a note from the treasurer specifying salary and benefits for
the ensuing year. which indicates another; there were others who men-
tioned a briet (perhaps perfunctory) imeeting with the board president;
and still others obviously had a full-scale and frank discussion and review
of the head’s (and the board's) performance. It was not clear, therefore,
what proportion of the atfirmative votes were from heads who had the
satistaction of this last type.

From iwo who clearly did
4. The executive committee of the trustees meets without me to dis-
cuss my job and then the president of the trustees discusses with
me the comments made.
b. lask for and receive a performance evaluation every year. This is
done informally by the President, who incidentally also asks me to
evaluate him and the board.

From two who did not
4. lhaveoften telt very lonely in my job, and the lack of any reaction
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—praise or blame—has made the loneliness more acute. Some
periodic review of how the head is doing would be appreciated.

b. More emphasis could be placed on annual evaluations of the head
by the president or chairman, in much the same way faculty come
up tor review by the headmaster.

As tor the “with or by whom™ question. the head of the board of trustees
—chairman or president—was mentioned most often (163 cases): the
exccutive committee or the full board. with about the same number be-
tween them (161 cases): and the rest were scattered: the board president
with others, education committee, instruction committee. persouiel com-
mittee, finance committee. treasurer.

V. Termination procedures. (1) “Does vour contract or agreement stip-
ulate procedures to be followed in the event vither you or the Board
chooses to terminate the contract?” and (2) Do you feel that such provi-
sion s desiranle?”

To question 1: the response was overwhelmingly in the negative, with
463 18370) answering “No.” and only 94 (17%) answering "Yes.”

To question 2.t 2 response was strongly affirmative, with 311 (73%)
voting * Yes,” and 118 (27%) voting "No.” indicating ciearly that a sub-
stantiad majority of those whodo not have sucii an understanding teel that
it would be desirable.

Some of the comments showed that the writers were thinking primarily
of termination resulting frony a crisis situation.

In tavor of formalizing ternunation procedures
a. A number of abrupt and poorly handled terminations recently
indicate the tunctional inadequacy of the concept of a “gentle-
aen’s agreement” in times of strain.
b. Yes. to protect the head from the decisions which may be made in
haste during a crisis situation.

Opposed or doubtiul
a. The kinds of people who will have problems dissolving the con-
tractnl relationship will have those troubles whether or not there
dTC Wrtten provisions.
b. A good board will see that you are treated properly, i poor bourd
probably will not.

%k kK

In our view. there can hardly be standard procedures for termination
“in tmes of strain.” tor every situation will have its own special circum-
s.ances. There can, however, be written into a contract, a letter of agree-
ment. of the by-laws, a section about how “normal™ termination is to be
handled . whether initiated by the head or by the school. with provision for
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due notice in ample time to protect both parties. Ser Appendix C, "Ter-
mination and Review " for samples from two actual ontracts.

The problem of a separation without due notice ninges on questions of
financial settlements and protection of the reput.tions of the school and
the head from avoidable damage. These belong more in the realm of ethics
than in that of stipulations in a contract.

In conclusion, we return to the annual review and evaluation as a desir-
able and constructive process for both head and board, a potential safety
valve that torestalls explosions. In its best form, it can mean a thorough
and helptul evaluation session. formal or informal, that gives the head a
clear idea of where he stands, where he is doing well, and where his per-
formance is not up to the board's hopes and expectations, and in general
clears the way tor understanding and cooperation for the next year. At the
«ame time, the head can make any comments he wishes about the board's
performance. It amounts to an airing of any and all concerns of the board
and the head.
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